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good for business:

•   It fosters the actions and mindset that are hallmarks of a 
    high-performing workforce 

•  It complements skillful leadership: happier employees contribute to 
    a better work environment; a supportive environment cultivates  
    happier employees. 

Emotional well-being isn’t static; science-backed activities that boost 
mindfulness, connection, gratitude, and optimism — to name a few— 
can strengthen it. The win-win result: happier, successful1 employees, 
who contribute to better results for employers.

This paper connects the dots between emotional well-being and  
organizational performance. It culminates in a roadmap — a guide  
to greater success through supporting this critical aspect of wellness.

This gateway to  
human flourishing is a 
state where we  
experience positive 
feelings — like joy,  
contentment, and 
enthusiasm — most 
of the time. In keep-
ing with the practice 
of many researchers2, 
the term emotional 
well-being here is  
interchanged with  
others like life  
satisfaction, subjective 
well-being, positive 
affect, and happiness. 
Nuanced definitions  
distinguish these  
concepts, but for  
practical purposes 
they all fit under the 
emotional well-being 
umbrella.

What Is  
Emotional  
Well-Being?

Supporting employees’ inner lives, 

their emotional well-being,

is
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EMotional
Well-Being
Shawn Achor (co-founder, Institute for Applied Positive Research) states3. 

“A decade of research proves that happiness raises nearly every business and  
educational outcome: raising sales by 37%, productivity by 31%, and accuracy on  
tasks by 19%, as well as a myriad of health and quality of life improvements.”

Which Outcomes Does

Improve?

A review of evidence by the  
London School of Economics and 
Political Science4 demonstrates:

•  A meaningful increase in  
    emotional well-being yields,  
   on average, a productivity  
   increase of about 10%
•  Across various industries,  
    emotional well-being  
   correlates to organizational 
   performance — especially 
    customer satisfaction and  
   staff turnover, “both of  
   which drive overall  
   profitability.”

Other research5 led by University of Utah’s 
Elizabeth Tenney links emotional well-being 
outcomes to these improvements:

•  Better health 

•  Reduced absenteeism 

•  Stronger motivation 

•  Enhanced creativity 

•  Positive relationships 

•  Lower turnover. 

Once a leader recognizes a cause-and-
effect relationship between emotional 
well-being and organizational performance, 
the next step is to set the wheels in motion.
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Overall life satisfaction also improved —  
important, because as Achor pointed 
out, employees who score higher in  
that area:  

•  Have lower absentee rates

•  Deliver better customer service

•  Contribute more to company  
    earnings.6

 

“Not only can a company influence  
the happiness of its employees with a 
short intervention and low investment  
of resources, but the effects are  
sustained even in times of great  
challenge. Investing in happiness pays 
great dividends.”7

Happiness at Work
To test his theories, Achor introduced  
emotional well-being training to a  
major accounting firm. A 3-hour  
employee workshop was followed by  
21 days of voluntary practices like  
mindfulness, gratitude, and acts of  
kindness. Participants improved on a 
range of measures, including:

•  Stress 

•  Social support 

•  Job effectiveness

•  Positive attitude. 

Improvements were still going  
strong when Achor conducted final  
measurements 4 months after the  
intervention and concluded:
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Research assembled from different 
fields creates a roadmap employers can 
use to move from the current state to 
better business outcomes — like  
improved performance, productivity, 
and profits — by supporting the  
workforce’s emotional well-being.  
The roadmap features these elements: 

•  Start — Employees’ set point

•  Routes — Employees’ personal  
    development, which merges with  
    organizational pathways

•  Waypoints — Achievements that lead   
    to bigger accomplishments

•  Fuel — Activities and experiences    
    that accelerate emotional well-being

•  Lanes — Personalized options  
    en route

•  Gauges — Metrics that demonstrate 
    progress

•  Destination — Overall improved  
    organizational performance.

 

P ROCE SSThe

Is a Journey
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EMployees
organizations

Point of  Origin for

and

Most people have an emotional well-being set point8 — a level they gravitate toward 
through various ups and downs. Research, including studies of twins, suggests that set 
point is genetically determined and accounts for at least 50% of a person’s happiness.  
But what about the rest? Approximately 10% of emotional well-being is the result of an  
individual’s circumstances. The remainder is modifiable with specific, intentional activities. 

An organization may have its own set point, settling into a baseline of success or growth 
rate. But just as an individual’s happiness isn’t entirely static, neither is a business. 
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These 5 leadership practices create the workplace conditions that allow employees and employers to thrive: 

•  Encouraging employee participation in decisions that affect them 

•  Promoting work-life balance 

•  Facilitating growth and development 

•  Recognizing and rewarding employee effort 

•  Tending to health and safety. 

The American Psychological Association states these practices “could result in improvements in employee well-being  
(e.g., stress, health, engagement, satisfaction) and in organizational performance (e.g., productivity, turnover,  
absenteeism, health care costs).”

Explore these further in the APA’s Building a Psychologically Healthy Workplace9. 

A sixth factor, psychological safety, has earned considerable attention in recent years. Learn about it in the Harvard Business 
Review’s High-Performing Teams Need Psychological Safety. Here’s How to Create It10.
 

The Organization’s Role 

HES  •  800.326.2317  •  HESonline.com   |  7

https://www.apa.org/pubs/books/The-Psychologically-Healthy-Workplace-Intro-Sample.pdf
https://hbr.org/2017/08/high-performing-teams-need-psychological-safety-heres-how-to-create-it
https://hesonline.com/


BET TER
From Emotional  Well-Being  to

Employees with elevated emotional well-being  
tend to be more productive at work as a result  
of enhanced…

•  Health

•  Creativity, problem solving, and focus 

•  Teamwork

•  Motivation and attitude.

The personal route to better performance merges with 
features of the work and the workplace.  

A healthy work environment — culminating in a  
satisfying employee experience — allows employees to 
flourish.12 Good work environments are a product of:

•  Jobs that are challenging and meaningful

•  Leaders who are charismatic, accessible, and/or  
    promote autonomy 

•  High-quality social connections to facilitate  
    effectiveness, teamwork, and coordination.

Routes to business success, and most of the  
waypoints that follow, are explored fully in Employee 
Well-being, Productivity, and Firm Performance13,  
a meta-analysis of 339 studies covering 230  
organizations in 49 industries. It focuses on how a  
happier workforce — subdivided into personal  
emotional well-being and job satisfaction — leads to 
better business results. Based on their analysis of  
turnover, productivity, profitability, and customer  
loyalty, the researchers conclude, “The evidence very 
much suggests… there is a strong business case for  
promoting the well-being of workers.”

Personal

Organizational

Happy employees and positive workplaces  
join forces to form an upward spiral11.

Organizati onal  Performance
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Emotional well-being leads14 to better personal and  
organizational performance; they don’t just co-exist.  
The impact occurs through connectors — waypoints on  
the roadmap — that reflect how employee and workplace 
characteristics take shape in the actual work:

•  Engagement — the emotional affinity employees feel for  
    their work15

•  Retention — lower turnover

•  Attendance — reduced absenteeism 

•  Organizational citizenship — discretionary and assigned  
    activities that advance the organization, like serving on a 
    committee, filling in for an absent coworker, or   
    volunteering as a wellness champion

•  Soft-skill development — better collaboration,  
    interpersonal relations, and decision making.

Connecting Emotional 
Well-Being to  
Business Results

MILESTONES
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Researchers caution16 that 
seeking to hire only the 
happiest applicants or  
mandating joy at work will 
backfire. They endorse  
solutions that recognize the 
relationship between positive 
workplaces and personal  
development: “Organizations  
are likely better served,” they  
advise, “by building conditions  
and environments that allow  
workers to thrive. [And] give  
workers the option of engaging  
in positive activities designed to  
enhance well-being.”

POWER
Activities That 

Well-Being
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Organizations increasingly 
recognize that mindfulness 
— full attention to the 
present moment, aware 
of thoughts and feelings 
without suppressing,  
judging, or getting swept 
away by them — offers 
benefits to employees and 
employers.17 Mindfulness 
can be cultivated with 
techniques like focusing, 
guided imagery, yoga, and 
progressive relaxation.

In the context of emotional well-being, connection is the feeling of  
belonging — having social support and being part of something.  
Only 30% of employees say they have a best friend at work, reports  
Gallup18. “Those who do are 7 times as likely to be engaged in their  
jobs, are better at engaging customers, produce higher quality work,  
have higher well-being, and are less likely to get injured on the job.”

Volunteer work, joining social groups, and acts of kindness are examples 
of activities that boost connection.

Employee gratitude leads to greater  
organizational citizenship, social  
connections, resilience, and overall 
well-being.19 Activities like writing letters 
of thanks, contemplating fulfillment of 
basic needs, and keeping a journal can 
augment gratitude.20 

Mindfulness 

Connection 

Gratitude 
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Optimists view the past, present, and future through a positive lens. Research confirms21 that behaving  
compassionately, activating personal strengths, and visualizing a successful future bolster optimism and,  
ultimately, overall emotional well-being. 

Echoing the theme of an upward spiral, Gallup offers an explanation22 of the interplay among optimism,  
leadership, and outcomes: “Optimistic managers are more likely to be engaged managers who are more  
likely to engage employees; engaged employees, in turn, are more optimistic and productive than  
disengaged employees, and their increased productivity increases profitability.” 

Many emotional well-being activities defy categorization, including: 

•  Adopting productive daily routines 

•  Acting in a way that reflects individual values and strengths 

•  Confronting difficult emotions 

•  Managing time 

•  Cultivating resilience 

•  Enjoying physical activity 

•  Eating healthfully 

•  Getting sufficient sleep 

•  Detoxing from digital media 

•  Expressing creatively  
•  Experiencing awe.

Optimism 

Miscellaneous
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Having a workforce focus solely on mindfulness, resilience, or any single 
kind of intervention yields subpar results. The ideal strategy introduces  

employees to a menu of science-backed activities and provides the 
opportunity to adhere to 1 or mix and match — meeting their 

needs according to a schedule that suits them.

Sonja Lyubomirsky, a prominent  
emotional well-being researcher,  
emphasizes23 “person-activity fit,”  
reminding practitioners that each  

individual has unique needs and  
preferences. Let participants “find  

new activities that fit their values  
and interests,” she recommends,  

“varying their focus and timing.”

Employee Choice Produces 

Optimal Results
Lanes
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It’s important for employers to 
measure the workforce’s level 
of emotional well-being,  
before and after this journey, 
to assess impact. 

While many instruments are 
available24 — like the  
Psychological Well-Being Scale 
and Comprehensive Inventory 
of Thriving — these attributes 
make the 8-question  
Flourishing Scale25 (FS) the 
best option for the workplace:

•  Scientifically validated

•  Concise

•  Easy to score

•  Free (as long as appropriate 
    credit is given).

A research-based comparison 
of instruments that measure 
psychological well-being  
endorsed the FS26: “The 8- 
item scale combines  
dimensions of well-being  
important for positive  
functioning (such as  
competence, self-acceptance, 
meaning and relatedness),  
with optimism, giving, and  
engagement… Several studies 
have confirmed the validity, 
reliability, and structure of  
the 8-item FS across  
different populations.”
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Emotional well-being lays the groundwork for the road to better business. 
But the advantages of an emotionally healthy workforce go farther:

•  The productivity loss for 1 unhappy employee who makes $65,000 is  
    $75/week or $3900/year27, estimates Kansas State University  
   management scholar Thomas Wright. 

•  A 6-month study28 of inside-sales representatives for a large United   
    Kingdom employer used a weekly survey and administrative data to  
    investigate whether productivity fluctuates in line with happiness.  
    “We document a strong causal effect of worker happiness on  sales,”  
   the researchers conclude. “This is driven by employees…making more  
   calls per hour, adhering more closely to their  workflow schedule, and  
    converting more calls into sales when they are happier.” 

•  When employees perceive that any of 4 basic needs — physical,  
    emotional, mental, and purpose — is being met at work, they report a  
    30% higher capacity to focus, nearly 50% higher level of engagement,  
    and 63% greater likelihood to stay with their employer29. 

•  A study of 270 subjects doing paid piecework indicates, “A rise in  
    happiness leads to greater productivity. Happier workers’ effort levels go  
    up while their precision is unaltered.30”

•  In a Gallup analysis, retail stores that scored higher on employee life  
    satisfaction generated $21 more in earnings/square foot of space  
   compared to other stores, adding $32 million in additional profits for the  
    whole chain.31

Destination
Improving BusinessOutcomes
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To achieve better business performance, employers should:

•  Recognize the potential and limitations of workforce  
    emotional well-being 

•  Use personal and organizational techniques 

•  Encourage mindfulness, connection, gratitude, optimism,  
    and other activities that science has shown to be effective 

•  Promote a flexible, individually tailored approach 

•  Measure progress with a validated instrument.

With these steps, employers can anticipate improvements  
in metrics like retention rate, absenteeism, engagement, 
motivation, creativity, performance, skill development, and 
productivity — in addition to the most valuable outcome  
of all: employees’ personal health and well-being.

With 25+ years leading some of  
the nation’s most highly acclaimed  
employee well-being programs,  
Bob Merberg — through his  
consultancy, Jozito LLC — provides 
no-nonsense solutions for superior 
business outcomes based on  
workforce well-being and resilience.
 
Bob’s work consistently emphasizes 
employee emotional well-being.  
He launched the first-ever employee 
happiness program, managed  
innovative EAP partnerships,  
and served as trusted adviser to  
organizations supporting workers’ 
mental health. After completing 
coursework in the return on  
investment of emotional well-being 
and in psychological first aid, Bob’s 
recent accomplishments include a 
sold-out webinar spotlighting  
employee mental health during 
COVID-19 and a leading role in  
developing Work of Art, HES’s 
standout emotional well-being  
campaign.  

The

HES  •  800.326.2317  •  HESonline.com   |  16

Conclusion
About the Author

https://www.jozito.com/
https://hesonline.com/


1 Walsh, Lisa C., Julia K. Boehm, and Sonja Lyubomirsky. “Does Happiness Promote Career Success? Revisiting 
the Evidence.” Journal of Career Assessment 26.2 (2018): 199-219.

2 Boehm, J. K., & Sonja Lyubomirsky. (2009). “The Promise of Sustainable Happiness.” In C.R. Snyder & S. J. 
Lopez (Eds.), The Oxford handbook of positive psychology (667-677). Oxford, UK: Oxford University Press.

3 Achor, Shawn. “The Happiness Dividend.” Harvard Business Review 23 (2011).

4 Sachs, J. D., et al. “Global Happiness and Well-being. Policy Report.” (2019).

5 Tenney, Elizabeth R., Jared M. Poole, and Ed Diener. “Does Positivity Enhance Work Performance? Why, 
When, and What We Don’t Know.” Research in Organizational Behavior 36 (2016): 27-46.

6 Achor, Shawn. “Positive Intelligence.” Harvard Business Review 90.1 (2012): 100-102.

7 Achor, Shawn. “The Happiness Dividend.”

8 Lyubomirsky, Sonja, Kennon M. Sheldon, and David Schkade. “Pursuing Happiness: The Architecture of Sus-
tainable Change.” Review of General Psychology 9.2 (2005): 111-131.

9 Grawitch, Matthew J., and David W. Ballard. “Introduction: Building a Psychologically Healthy Workplace.” 
(2016).

10 Delizonna, Laura. “High-Performing Teams Need Psychological Safety. Here’s How to Create It.” Harvard 
Business Review 8 (2017): 1-5.

11 Fisher, Cynthia D. “Happiness at Work.” International journal of management reviews 12.4 (2010): 384-412.

12 Weziak-Bialowolska, Dorota, et al. “Well-being in Life and Well-being at Work: Which Comes First? Evidence 
From a Longitudinal Study.” Frontiers in Public Health 8 (2020): 103.

13 Krekel, Christian, George Ward, and Jan-Emmanuel De Neve. “Employee Well-being, Productivity, and Firm 
Performance.” Saïd Business School WP 4 (2019).

14 Walsh, Lisa C., Julia K. Boehm, and Sonja Lyubomirsky. “Does Happiness Promote Career Success? Revisit-
ing the Evidence.” Journal of Career Assessment 26.2 (2018): 199-219.

15 Anitha, Jagannathan. “Determinants of Employee Engagement and Their Impact on Employee Perfor-
mance.” International Journal of Productivity and Performance Management (2014).

16 Walsh, Lisa C., Julia K. Boehm, and Sonja Lyubomirsky. “Does Happiness Promote Career Success? Revisit-
ing the Evidence.” Journal of Career Assessment 26.2 (2018): 199-219.

17 Passmore, Jonathan. “Mindfulness in Organizations (Part 1): A Critical Literature Review.” Industrial and 
Commercial Training (2019).

HES  •  800.326.2317  •  HESonline.com   |  17

Endnotes 

https://hesonline.com/


18 Rath, Tom, and Jim Harter. “Your Friends and Your Social Well-Being.” Gallup Management Journal Online 1 
(2010).

19 Fehr, Ryan, et al. “The Grateful Workplace: A Multilevel Model of Gratitude in Organizations.” Academy of 
Management Review 42.2 (2017): 361-381.

20 Seligman, Martin EP, et al. “Positive Psychology Progress: Empirical Validation of Interventions.” American 
Psychologist 60.5 (2005): 410.

21 Seligman, Martin EP, et al. “Positive Psychology Progress: Empirical Validation of Interventions.” American 
Psychologist 60.5 (2005): 410.

22 Robison, Jennifer. “It Pays to Be Optimistic.” http://news.gallup.com (2007).

23 Lyubomirsky, Sonja, Kennon M. Sheldon, and David Schkade. “Pursuing Happiness: The Architecture of  
Sustainable Change.” Review of General Psychology 9.2 (2005): 111-131.

24 VanderWeele, Tyler J., et al. “Current Recommendations on the Selection of Measures for Well-Being.”  
Preventive Medicine 133 (2020): 106004.

25 Diener, Ed, et al. “New Well-Being Measures: Short Scales to Assess Flourishing and Positive and Negative 
feelings.” Social Indicators Research 97.2 (2010): 143-156.

26 Hone, Lucy Clare, et al. “Measuring Flourishing: The Impact of Operational Definitions on the Prevalence of 
High Levels of Wellbeing.” International Journal of Wellbeing 4.1 (2014).

27 Kansas State University. “Happy Employees Are Critical for an Organization’s Success, Study Shows.”  
ScienceDaily, February 4, 2009.

28 Bellet, Clement, Jan-Emmanuel De Neve, and George Ward. “Does Employee Happiness Have an Impact on 
Productivity?” Saïd Business School WP 13 (2019).

29 Schwartz, T., and C. Porath. “The Power of Meeting Your Employees’ Needs.” Harvard Business Review 26.6 
(2014): 442-457.

30 Oswald, Andrew J., Eugenio Proto, and Daniel Sgroi. “Happiness and Productivity.” Journal of Labor  
Economics 33.4 (2015): 789-822.

31 Achor, Shawn. “Positive Intelligence.” Harvard Business Review 90.1 (2012): 100-102.

HES  •  800.326.2317  •  HESonline.com   |  18

https://hesonline.com/


800 Cambridge Street, Suite 101
Midland MI 48642
800.326.2317 

HESonline.com

© 2020 Health Enhancement Systems

http://HESonline.com
http://hesonline.com


Learn More 
Watch the 2-minute video at myWorkofArt.com
or call 800.326.2317 today.

Today’s workers, fueled by growing interest in a meaningful, harmonious life, are 
looking for more than traditional fitness and nutrition programs from their employer. 
They want to thrive at work and in their personal lives. Work of Art teaches and 
reinforces emotional well-being skills that make thriving possible, including:

Solutions for Well-Being Practitioners
Work of Art is a new campaign from HES that addresses the inner 
self in a way that’s not prescriptive, but allows participants to 
personalize their experience by:

• Choosing well-being activities that matter most to them

• Reinforcing their progress with a fun, interactive art of life theme. 

• Mindfulness — full, nonjudgmental awareness of the present moment

• Connection — the feeling of belonging… being part of something

• Gratitude — conscious appreciation of what’s good in life

• Optimism — a bright outlook about the present and the future.

© 2020 Health Enhancement Systems. Another Keeping Healthy People Healthy™ solution from HES. View our entire suite of campaigns at HESonline.com/products or call 800.326.2317.

https://hesonline.com/products/work-of-art/
https://www.hesonline.com/products/
http://hesonline.com
https://hesonline.com/products/work-of-art/

