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Most organisations cannot explain why their most capable people are
disengaged. Leaders invest in strategy and structure, but neglect the
daily management behaviours that determine whether employees
actually believe in what they have been asked to do. When recognition is
absent and anxiety goes unaddressed, the gap between declared culture
and daily reality becomes the organisation’s most significant and least-
measured performance risk.

Chester Elton helps organisations close the gap between declared culture
and daily employee experience, drawing on research with more than one
million working adults and five New York Times bestselling books
including Anxiety at Work and The Carrot Principle, on recognition,
gratitude, and psychological safety.

Chester Elton's 2026 Biography

Why organisations work with Chester Elton

His frameworks are grounded in the largest empirical base of any
comparable culture speaker: studies of more than one million working
adults, anchored by a 300,000-person study conducted with Towers
Watson for All In – giving boards and HR leaders data they can defend
internally.
The Carrot Principle and Anxiety at Work sit at opposite ends of the
engagement challenge; his ability to address both recognition strategy
and workplace anxiety within a single coherent body of work means
organisations do not need two different conversations.
As a Thinkers50 Coaching Award winner and member of Marshall
Goldsmith’s 100 Coaches, his executive coaching practice carries
independent third-party validation that extends his value beyond the
main stage.
His work provides a specific, operational diagnosis – the breakdown
between what leaders say they value and what managers actually do
day to day – and a toolkit that works at every level of the organisation,
not just the C-suite.
Named to Inc.’s 2025 Top 50 Leadership & Management Experts and
consistently ranked among the world’s top organisational culture
authorities by Global Gurus (2017–2025), his standing is validated by
named external bodies rather than self-reported credentials.

Biography highlights

Co-author of five New York Times bestselling books, including The
Carrot Principle, All In, Leading with Gratitude, and Anxiety at Work

AVAILABLE FOR
After Dinner Engagement
Coaching
Consultancy
Panel Participation
Speaking
Training and Workshops

CHESTER'S SPEAKING
THEMES

Corporate Culture
Culture Transformation
Employee Engagement
Employee Wellbeing
Mental Health in the
Workplace
Talent Retention Strategies

LANGUAGES: English,
Spanish



(Harper Business), co-written with Adrian Gostick
Books sold nearly 2 million copies worldwide; translated into more than
30 languages
Thinkers50 Coaching Award winner; member of Marshall Goldsmith’s
100 Coaches
Marshall Goldsmith Stakeholder Centered Leadership (SCL) Certified
Executive Coach
Global Gurus research organisation: ranked consistently among the
world’s top leadership and organisational culture experts, 2017–2025
Named to Inc.’s 2025 Top 50 Leadership & Management Experts
(October 2025)
Co-founder, The Culture Works, a global leadership and culture
consultancy
Media: NBC Today, CBS 60 Minutes, CNN, ABC; quoted in Wall Street
Journal, New York Times, Fast Company, Financial Times

Biography

Culture does not fail organisations because leaders lack values. It fails
because most managers do not know how to make those values visible in
the daily behaviours of their teams. Chester Elton has spent more than
two decades building the research base that explains this gap, and
identifying what high-performing organisations do differently.

His work draws on studies of more than one million working adults,
compiled across several large-scale research partnerships. The Carrot
Principle established the direct, measurable link between purposeful
employee recognition and business outcomes including retention,
productivity, and customer satisfaction. All In, produced with research firm
Towers Watson, drew on a 300,000-person study to identify the seven
practices that generate genuine organisational buy-in. Anxiety at Work –
published by Harper Business and the most recent of his five New York
Times bestsellers – addressed the other side of the same equation: what
happens when uncertainty goes unmanaged and workplace anxiety
erodes the culture leaders worked to build. Taken together, these books
form one of the most evidence-based frameworks available to executives
on how culture is created, sustained, and recovered.

Elton is a Thinkers50 Coaching Award winner, a member of Marshall
Goldsmith’s 100 Coaches, and a Marshall Goldsmith Stakeholder Centered
Leadership certified executive coach. Global Gurus has ranked him among
the world’s top leadership and organisational culture experts every year
from 2017 to 2025. Inc. named him to its 2025 Top 50 Leadership &
Management Experts list. He is co-founder of The Culture Works and has
consulted with organisations including American Express, The World Bank,
and the New Jersey Devils.

What distinguishes him is the range the research covers. Most speakers in
this space address either motivation or stress. Elton’s body of work
addresses both, and the connection between them.

Key speaking topics

Employee recognition and culture-building
Organisational culture and high-performance teams
Workplace anxiety and psychological safety
Leading with gratitude
Employee engagement strategy
Multigenerational workforce leadership



Manager capability and team trust

Ideal for

CHROs and People leaders designing, resetting, or embedding
organisational culture programmes
CEOs and senior leadership teams navigating workforce anxiety,
change, or post-transformation culture repair
Talent and leadership development functions seeking research-
grounded frameworks for manager effectiveness
HR and management associations and industry conferences where
practitioner credibility and data-backed content are audience
expectations

Audience outcomes

A diagnostic framework for identifying where culture commitment
breaks down between leadership intent and frontline management
behaviour
Recognition practices tied directly to engagement and retention
outcomes, grounded in large-scale empirical research rather than
anecdote
Practical strategies for identifying workplace anxiety early – before it
affects team performance, absenteeism, or attrition
A shared organisational vocabulary for discussing culture, gratitude,
and psychological safety in operational rather than abstract terms
Immediate, actionable steps that managers at any level can apply to
strengthen trust and discretionary effort within their teams

Chester Elton's 2026 talks & topics

Carrots 2.0: How Today's Managers Use Recognition to Engage Their People, Retain Talent,
and Accelerate Performance

Draws on Elton’s Carrot Principle research and updated proprietary survey data to show managers how
to link recognition to what individual employees value most – with generational and industry-specific
findings.

Key takeaways:

The distinction between appreciation and recognition, and why both are required for sustained
engagement
How to connect recognition to strategic behaviours and not just outcomes
Practical tools for building a recognition culture across teams at any level of the organisation

The Best Team Wins: The New Science of High-Performance Team Leadership

Based on an 850,000-person study, this talk equips leaders with five research-derived disciplines for
building teams that sustain high performance through speed, change, and cross-functional complexity.



Key takeaways:

How to identify and activate the individual engagement drivers of each team member
Techniques for accelerating productivity in new, hybrid, or geographically distributed teams
How to build cultures of constructive challenge and shared accountability

All In: How Great Leaders Develop a Culture of Belief and Deliver Big Results

Presents the findings of a 300,000-person study conducted with Towers Watson, offering a seven-step
leadership roadmap for building genuine organisational buy-in at any management level.

Key takeaways:

The three characteristics shared by the world’s most profitable and productive team cultures
Seven leadership practices that generate employee commitment rather than mere compliance
How to build a workgroup culture of engagement, enablement, and energy regardless of seniority
or budget

Chester Elton's Videos

What Chester Elton's clients say

https://youtu.be/h2QzPnmui7k
https://youtube.com/watch?v=jL27DOLEZ2s
https://youtube.com/watch?v=9PV7NthagAE
https://youtube.com/watch?v=VMUiGxsqD0o
https://youtube.com/watch?v=VNCak7_yXGk


Chester was the WOW at our conference. His ‘All In’ principles aligned to every aspect of our key messaging
and reinforced the effectiveness of our approach. We can’t wait to continue this momentum and enthusiasm!

Lynn Leblanc
Head of Strategic Planning, Aetna

Chester received a standing ovation. I’d say that it was a grand slam home run to spearhead a cultural
change initiative throughout our region. Chester’s approach to combine strategy and tactics, supported by
real-world studies, was instrumental at not only gaining participants buy-in but at inspiring our leaders and
helping us formulate actionable plans to move forward.”

“The concepts of “All In,” “The Carrot Principle,” and “What Motivates Me” can be combined to create a tool-
box that all organizations can leverage to enhance organizational efficiency and effectiveness.

Glen Stambone
Northern Regional Medical Command, U.S. Army

Folks at various levels throughout our organization are still raving about Chester’s session. He received the
highest marks of any speaker. Not only was he entertaining, but he put time into getting it right and the
content really resonated with this group. That says a lot for such a quiet and cynical crowd.

Lisa Stornaielo
Vice President Leadership Development, Fidelity

Extremely engaging and motivating talk! Most importantly, you tailored the content perfectly to ensure it was
relevant to our fast-paced and forever-changing needs.

Sally Williams Keenan
Executive Director, Morgan Stanley

Chester was outstanding and delivered a message that fully aligned with our vision. The audience
engagement was off the charts. He incorporated specific Fannie Mae examples into his session to make the
menage relevant to our employees. His energy and engagement style elicited many emotions from the
audience, but mostly laughter. They are still talking about how motivating Chester was! He was a fantastic
ending to our annual conference.

Carlos Perez
VP & Chief Credit Officer, Fannie Mae



Chester was a huge hit and personally inspired me to be a better leader! Not only did he bring relevant,
factual data into his presentation about driving business results through engaging the workforce, he used 
humour and audience participation to keep the team motivated and invested.

MaryLynn Carver
Chief Communications Officer, General Mills

Chester’s extremely high energy is contagious with audiences as he inspired and motivated our attendees. He
really took the time to get to know Golden Corral and customized his remarks to be relevant for our restaurant
managers and franchisees. He continues to rank among our best speakers ever and I highly recommend
Chester.

Erika Braun
PHR, CCP, Golden Corral Corporation

ARTICLES AND PODCASTS

4 ways to keep employees engaged in the face of
a national crisis

Finally, the empirical evidence: what drives
happiness at work

https://www.speakersassociates.com/4-ways-to-keep-employees-engaged-in-the-face-of-a-national-crisis/
https://www.speakersassociates.com/4-ways-to-keep-employees-engaged-in-the-face-of-a-national-crisis/
https://www.speakersassociates.com/4-ways-to-keep-employees-engaged-in-the-face-of-a-national-crisis/
https://www.speakersassociates.com/finally-the-empirical-evidence-what-drives-happiness-at-work/
https://www.speakersassociates.com/finally-the-empirical-evidence-what-drives-happiness-at-work/
https://www.speakersassociates.com/finally-the-empirical-evidence-what-drives-happiness-at-work/

