
Frequency of Recognition Received

To build a sustainable recognition culture, organizations 
must move beyond ad hoc praise and formal award pro-
grams to normalize appreciation as an everyday lead-
ership and peer-to-peer practice. Frequency isn’t the 
enemy of sincerity, it’s the foundation of it.

This finding is pivotal to building a culture of recognition 
because it directly challenges the assumption that more 
frequent recognition risks becoming less meaningful. 
In fact, the data suggest the opposite: the more often 
employees receive recognition, the more genuine it feels 
to them. Respondents who are recognized daily rate its 
sincerity at an impressive 84/100. Even weekly recogni-
tion scores a strong 78/100, while monthly drops slightly 
to 74. But the decline is pronounced when recognition is 
infrequent – dropping to 53/100 for those who receive it 
rarely, and plummeting to 28/100 for those who report 
never being recognized.

THE ‘BIG THREE’ DRIVERS OF 
A CULTURE OF RECOGNITION

A Supplemental Study for Building a Culture of Recognition

Those who receive daily recognition 
rate its sincerity at 84/100 (Figure 8). 
Those who receive it weekly rate if at 
78/100; Monthly 74/100; Rarely 53/100 
and “Never”, 28/100. Frequently rec-
ognized respondents (Daily + Weekly) 
also report a wide distribution in terms 
of from whom they receive recognition. 
They receive 25% more recognition 
from managers and customers, 
more than twice as much from senior 
leaders and about 15% more from 
peers than respondents who receive 
rare recognition.

Figure 8: Impact of Recognition Frequency on Engagement and Commitment 
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This strongly suggests that activities such as encouraging recognition both by quantity and from 
multiple sources (important for building a culture of recognition) do not diminish the impact of 
any single act of appreciation but likely enhances it.
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These results make a powerful case for consistency. Infrequent recognition not only limits the 
positive impact of appreciation – it actively undermines its credibility. When recognition is rare, 
it may be perceived as performative, reactive, or even obligatory. In contrast, when it’s woven 
into the rhythm of work – delivered sincerely, and connected to real contributions – it reinforces 
authenticity, boosts morale, and strengthens trust.

At the same time, respondents indicate that recognition does not need to be extremely frequent 
to be effective, and perhaps not even necessary to building – or at least maintaining – a culture 
of recognition. While those who receive daily or weekly recognition generally rate their abili-
ty to recognize each other higher than those who receive recognition monthly, the two groups 
are equally energized, immersed in, enthusiastic about, and engaged with their jobs (~80/100) 
(Figure 8). Yet where respondents receive only rare recognition, or no recognition at all, these 
elements plunge to 52/100. Though many other factors at work beyond recognition influence 
engagement, these results demonstrate a strong correlation between recognition frequence 
and worker commitment, effort and engagement – flowing to the organization’s bottom line.

This finding underscores a foundational truth in cultivating a culture of recognition: frequency 
matters and reinforces the idea that recognition is not a one-time event or annual ritual, but a 
continuous cultural practice. Recognition serves as a reinforcement loop: the more it’s given au-
thentically and frequently, the more it fuels emotional connection, motivation, and commitment.

For organizations aiming to build a resilient, high-performing workforce, this insight is critical. 
It’s not enough to have a recognition program in place; what matters is how often it’s activated. 
Making recognition a regular and expected part of the employee experience, woven into the 
everyday rhythm of work, can dramatically improve organizational culture, employee wellbeing, 
and performance outcomes.

The data suggest that monthly recognition can be nearly as effective as daily or weekly recog-
nition when it is delivered meaningfully. The scores for those who receive recognition regularly 
(monthly) are nearly identical – or even slightly higher in some categories – than those who re-
ceive it more frequently. Recognition doesn’t have to be constant to be impactful; it needs to 
be thoughtful, timely, and relevant.

Implications for Designers

1.	Authenticity over automation: Daily or weekly recognition, if rushed or formulaic, can lose 
its emotional impact. In contrast, a well-timed, sincere gesture once a month that ties di-
rectly to someone’s contributions or milestones may feel more earned and memorable.

2.	Signal strength matters: Monthly recognition may come with more context or ceremony – 
public shoutouts in team meetings, recognition platforms, or manager feedback sessions. 
These settings elevate the perceived value of the acknowledgment, enhancing its motiva-
tional power.

3.	Avoiding recognition fatigue: While frequent praise is beneficial, some individuals may pre-
fer less frequent, higher-impact recognition to maintain its emotional significance. Monthly 
recognition hits a sweet spot for many, regular enough to reinforce engagement, but spaced 
out enough to feel meaningful and deliberate.

2	 IRF | Incentive Research Foundation

BUILDING A CULTURE OF RECOGNITION

https://www.sciencedirect.com/science/article/abs/pii/S0361368224000254


It may also mean that consistency is more important than quantity. A recognition-rich culture 
doesn’t demand daily praise for the sake of it, but it does require reliable systems, leadership 
behaviors, and peer habits that ensure employees are acknowledged meaningfully and routinely. 
Organizations should strive to normalize recognition as a regular rhythm, while empowering man-
agers and teams to tailor it in ways that feel authentic, not performative. Ultimately, this insight 
invites a reframing: “How often do we recognize?” is important–but “How meaningfully and consis-
tently do we recognize?” is where cultures are made or broken.

Timeliness of Recognition

Figure 9 offers a powerful visual summary of how the timeliness of recognition directly shapes 
employees’ perception of its sincerity. The message is clear: the faster the acknowledgment, 
the more genuine it feels.

Figure 9: How Timeliness of Recognition Influences Percieved Sincerity
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Among respondents who rate the recognition they receive as highly genuine (over 50/100), 
the vast majority – nearly 69% – report that recognition was either timely or almost always im-
mediate. In contrast, among those who feel recognition is insincere (under 50/100), only a small 
fraction (about 19%) experienced it in a timely manner. The bulk of these respondents, over 
80%, say recognition came delayed or rarely, which correlates strongly with skepticism regarding 
its authenticity.
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Implications for Designers

This finding has serious implications for any organization trying to build a meaningful culture of 
appreciation. When recognition is delayed, it risks feeling obligatory, reactive, or disconnected 
from actual contributions. But when it is delivered promptly – ideally in close proximity to the 
accomplishment – it signals attentiveness, care, and genuine appreciation.

“”Recognition – particularly when it is timely, personal, and meaningful – can 
function as an emotional energizer. When people feel seen and appreciated, 
especially by peers and leaders, their sense of purpose is affirmed, and their 
energy levels can be sustained.

 - Expert contributor

To strengthen a culture of recognition, organizations must empower leaders and teams to rec-
ognize in real time. Timeliness doesn’t just make recognition visible, it makes it believable. And 
belief is what turns a routine “thank you” into a moment of motivation, trust, and engagement.

Sincerity of Recognition

It is also striking that among those who rated the sincerity of appreciation above 50 (avg. 77), 
a sincere thank-you without a tangible reward received a 61/100 rating (respondents saying 
no tangible reward needed) versus just 48/100 for those who scored sincerity lower than 50 
(average 27).

This data offers insights into the relationship between perceived sincerity and the perceived 
need for tangible rewards:

1.	Sincerity Reduces Dependence on Tangible Rewards: Among respondents who rated 
recognition sincerity above 50 (with an average sincerity score of 77), a simple thank-you 
without a tangible reward was still rated a meaningful 61/100. This suggests that when 
appreciation is perceived as authentic, its form becomes less important, words alone 
can carry real weight.

2.	Low Sincerity Erodes the Value of Non-Tangible Recognition: In contrast, those who rat-
ed the sincerity of recognition below 50 (average sincerity score of 27) gave a much lower 
value – just 48/100 – to verbal appreciation without a tangible reward. This gap reinforces a 
key point: when recognition feels hollow, it needs to be “rescued” by something material to 
feel even remotely valuable.

3.	Sincerity is the Differentiator: The delta between the two groups (61 vs. 48) underscores 
a cultural insight: it’s not the reward that drives impact, it’s the trust in the intention behind 
it. Where sincerity is strong, even modest forms of recognition resonate. Where sincerity 
is weak, recognition of any kind struggles to land meaningfully.
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Implications for Designers

Building a culture of recognition isn’t just about what you give, it’s about how you give it. 
Organizations that want to reduce dependence on costly tangible rewards must invest in cul-
tivating trust, authenticity, and emotional intelligence in how appreciation is delivered. When 
employees believe recognition is sincere, even simple gestures can be powerfully motivating.

“”Sincerity is not a “nice to have,” it’s a cultural cornerstone.

 - Expert contributor

Figure 10 makes a compelling case for the transformative power of sincere recognition in driving 
employee engagement and satisfaction. Across every dimension – energy, enthusiasm, immer-
sion in work, and overall feelings about the job, employees who rated the sincerity of their rec-
ognition above 50 out of 100 reported dramatically higher levels of commitment and positivity.

Figure 10: Impact of Recognition on Sincerity and Sentiment
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Those in the “Over 50” group consistently score 30 to 40 points higher than those who perceive 
their recognition as less sincere. For instance, in the “Bursting with Energy” category, the gap is 
over 30 points. Similarly, job satisfaction jumps from 53 to 84 when recognition is perceived as 
heartfelt and authentic. Even the overall average across all indicators rises from 45 to nearly 77 – 
a 71% improvement.

These findings make one thing clear: recognition that is not sincere doesn’t just fall flat, it 
erodes engagement. Employees can tell the difference between genuine appreciation and 
generic gestures. When they believe their efforts are truly seen and valued, their motivation, 
emotional investment, and sense of belonging rise significantly.
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For organizations looking to build a culture of recognition, this is a crucial insight. It’s not just 
about recognizing more, it’s about recognizing better.  As above, coaching leaders and peers 
to offer authentic, specific, and timely recognition isn’t a soft skill; it’s a strategic investment 
in morale, performance, and retention. 

****

In conclusion, while the vast majority of North American companies have recognition programs 
in place, a true differentiator between high- and low-performing organizations is how well those 
programs are embedded into daily culture. The research clearly shows that recognition, when 
fair, frequent, timely, and sincere, is a powerful force for driving employee engagement, satisfac-
tion, and retention. 

Recognition that is personalized and authentic – not just performative – resonates more deeply, 
particularly when it comes from both peers and leaders. Timely appreciation amplifies perceived 
sincerity, and frequent recognition builds trust rather than diluting it. To maximize the impact or 
recognition, organizations should focus on designing inclusive, balanced, and consistently ex-
ecuted programs that prioritize sincerity and relevance over formality or cost. Building a strong 
recognition culture is not about checking boxes – it’s about fostering genuine human connection 
in the workplace.
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