
Construction
Workforce Pulse
2026

The largest anonymous construction workforce
dataset in the world — what it reveals about risk,
sentiment, and the warning signs you're missing.



In 2025, PepTalk captured over 221,000 real-time signals directly from construction workers
on live sites, not surveys or meeting feedback, but insights from the people doing the
work everyday.

This is the first report of its kind globally, offering workforce intelligence at a scale the
industry hasn’t seen before.

Two things stand out. Firstly, morale shifts before problems
appear ahead of delays, incidents, or reports giving
early warning when a site is heading off track. Secondly,
what workers are actually talking about: emerging trends
across safety, operations, and engagement that
traditional dashboards miss.

Together, these insights fill a critical gap. We hope this
report starts a conversation.

James Brogan
CEO & Co-Founder, PepTalk



Morale Is a Leading
Indicator. Are You Watching It?

When morale shifts, so does:

Workforce Engagement

Communication Between Teams

Adherence to Procedures

Willingness to Raise Concerns

Safety Performance

Attention to Detail
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Workforce Pulse: What the Data Reveals

European and UK workers
Check-In twice as often
as the US

x2

Recognition was the
most-deployed theme
across all regions

One platform, different approaches

On a jobsite, recognition is a proven lever for safety,
productivity, and team cohesion — not just
programme adoption
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Insights From The Field
What workers actually care about
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The Risk Window is Real
and Predictable
Q3 shows a consistent morale dip across both regions, every year.

US Europe Global benchmark (65)

-11pts
US Drop Q2
to Q3

-2pts
Europe Continued
Decline Q2 to Q3

Q3
Morale dip precedes incident
by 2 weeks. The signal is there.

Q3 is your highest risk window. The sites
that plan for it outperform the ones 
that don’t.

Q3 Slump



Leadership is a key
variable in project success

What drives
workforce
engagement:

Leadership
visibility

Frequency of
listening moments

Responsiveness to
workforce concerns

S A M E  C O M P L E X I T Y  ·  D I F F E R E N T  L E A D E R S H I P  ·  D I F F E R E N T  O U T C O M E S

S I T E  A

High complexity

Project complexity High

Leadership quality Strong

O U TC O M E S

More Engaged Workforce

vs

S I T E  B

High complexity

Project complexity High

Leadership quality Weak

O U TC O M E S

Less Engaged Workforce

Same complexity. Same sector. Leadership is the variable.



Morale Shifts Before
Problems Appear
Workforce sentiment is a leading indicator - the signal arrives
weeks before the incident.

Healthy morale Sentiment warning Morale dip / risk zone Problem manifests

55

60

65

70

75

80

Wk 1 Wk 2 Wk 3 Wk 4 Wk 5 Wk 6 Wk 7 Wk 8 Wk 9 Wk 10 Wk 11 Wk 12 Wk 13 Wk 14 Wk 15 Wk 16

Problem
manifests

~2-4 week lead time

PHASE 1 — HEALTHY

Morale stable above benchmark.
Teams engaged, momentum building.

PHASE 2 — WARNING SIGNAL

Sentiment shifting. Workload pressure
and coordination friction detected.

PHASE 3 — RISK ZONE

Morale dip precedes incident by
2–4 weeks. The signal is there.

"Act on the signal,
not the incident."



Site Leadership Lessons

Listen
Ask targeted

questions

Respond
Act quickly

Recognise
Acknowledge effort

Close Loop
Show outcomes

S T E P  2
Acted upon

Change is
visible

S T E P  1
Input is
acknowledged
Workers feel heard

S T E P  3
Engagement
increases
Morale rises

R E S U LT

Open & responsive
project environment

The site that performs



A New Layer of
Construction Intelligence
Workforce signals connect directly to the four pillars of
project performance 

L I V E

Workforce
Signal

IMPACTS

Schedule
Flags delays early

IMPACTS IMPACTS

$

Cost
Reduces rework

Safety
Surfaces near misses

IMPACTS

Quality
Lifts standards & care

Real-time workforce intelligence across safety, operations, quality,
and engagement — every signal, every site, feeding every metric that matters.



The Next Frontier in
Construction Risk Intelligence
Workforce Signal, Project Data, Predictive Control

Lagging Indicators

Incidents Delays Defects

Real-Time Worker Pulse

Risk Intelligence
AI Powered Correlation

Morale Mapping

Pattern Recognition

!
Risk Scoring

Intervention

73%
of incidents flagged before they happened

Predictive Control

35 Day Lead      •     DC Building Two      •     Confirmed

You already have this This is what you unlock



Construction Workforce Pulse 2026

221,556 signals.
The Workforce Intelligence Layer
Construction Has Been Missing.

Data collected via daily Check-Ins and targeted Spotchecks across 2025.
All data is anonymised and aggregated. peptalk.com


