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Abstract 

 

 

Employee wellbeing and its associated issues affect the majority of people in the UK; 

directly in the case of employees themselves, and indirectly in the case of their 

dependents. While interest in this area has been growing for a number of years, from 

both an academic and a practitioner perspective, there is still a lack of clarity regarding 

the key issues in the field and the actions required in order for progress to be made for 

both employees and their organisations. 

The primary objective of this study is to develop a new theoretical framework for the 

management and promotion of employee wellbeing within large UK-based 

organisations. It answers Danna and Griffin's (1999) call for a framework which brings 

together the contributions in the field and which is grounded in theory. 

The research is qualitative in nature and employs an approach which combines aspects 

of thematic analysis (Braun and Clarke, 2006) and abduction (Timmermans and 

Tavory, 2012). Data in the study was collected through 25 semi-structured interviews 

which were conducted with two complementary interviewee groups. The first 

interviewee group was made up of individuals responsible for employee wellbeing 

within large UK-based organisations. The second group was made up of leaders of 

employee wellbeing consulting and/or service provision companies operating in the 

UK. Three alternative theoretical perspectives were used in the analysis of the data in 

the study: Job Demands-Resources Theory; Human Capital Theory; and Corporate 

Social Responsibility Theory. These three perspectives each illuminated a different 

aspect of the data whilst at the same time complementing one another.  

One of the key merits of the framework developed in this study is that it is of value to 

both academics and practitioners alike. It can be used by academics to facilitate an 

understanding of the dynamics in the current situation and also in planning future 

research which will help advance the field. It can also be used by practitioners in 

developing an understanding of their own company’s situation and in building a 

business case for taking action in the area. The study supports the idea that 

organisations have a joint responsibility, alongside employees themselves, for the 
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wellbeing of their workforce and that positive action on the side of organisations has 

the potential to be beneficial for all parties involved. 
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Introduction 
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1.1 Preamble 
 

In July 2018, the Office for National Statistics (ONS) reported that average sickness 

absence rates in the UK had reduced from 7.2 days in 1993, when records began, to 

4.1 days in 20171. However, whilst this reduction could be viewed as a positive 

development, it is essential to remember that sickness absence is only one piece of the 

employee wellbeing puzzle. The related issue of presenteeism (Hemp, 2004; Johns, 

2010) is said to be at an all-time high (CIPD, 2018), whilst the relatively new concept 

of leavism also appears to be a considerable factor in the area (CIPD, 2018, 2016; 

Hesketh and Cooper, 2014). When all three are considered together, the need for 

caution with regard to celebrating reductions in absenteeism becomes apparent.  

In addition to reductions in sickness absence levels, the UK has also seen a significant 

drop in fatal injuries at work. The Health and Safety Executive (HSE, 2013) , reported 

that since the introduction of the Health and Safety at Work Act (1974) there has been 

a reduction from 651 deaths as a result of injury at work to 95 deaths at the time the 

report was written in 2013. This is of course a welcome improvement, however 

alongside this positive development, HSE (2013) also reported an 85 per cent increase 

in stress and related conditions over the same period of time2. This is in keeping with 

the findings of the Chartered Institute of Personnel and Development (CIPD) who, in 

their annual absence management surveys, repeatedly report stress as one of the top 

reasons for absence in the UK (see, for example, CIPD, 2018, 2016). 

The ideas presented above touch on the fact that the UK has seen a shift from a 

manufacturing-based economy to a service- and knowledge-based one in recent 

decades and therefore, in turn, there is a natural change in the roles employees perform 

(Bakker and Demerouti, 2014; Cox and Jackson, 2006; Guthrie et al., 2001). In the 

past, workers’ roles were more likely to be physically rather than mentally demanding 

however, with this shift in the economy, many more people now have mentally 

                                                           
1The Chartered Institute of Personnel and Development (CIPD) reports higher figures yet agrees that 

there has been a downward trend in recent years (CIPD, 2018). Absence rates in general, as well as 

the differences between reported rates, will be explored in Chapter 2 of this thesis. 

  
2 Whilst this increase is likely to be due, in part, to increases in individuals feeling confident to report 

these matters, the extent of the increase suggests that this not the only factor at play.  
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challenging jobs. One of the consequences of this is that, in line with the changing 

nature of jobs, the types of problems employees are likely to encounter has also 

changed; this may account in part for the statistics reported by the HSE (2013). 

The shift towards an economy focused on service provision and knowledge is also said 

to have placed employees at the centre of the value creation process within 

organisations, providing further support for the often-quoted assertion that ‘our 

employees are our most valuable asset’3 and that employee wellbeing should therefore 

be a key consideration for organisations (Caicedo and Màrtensson, 2010; Guthrie et 

al., 2001; Roslender et al., 2006). 

When considering the impact of these interrelated factors, there are a number of 

interconnected levels which issues related to employee wellbeing can affect; these are 

shown in Figure 1.1 below.  

Figure 1.1 The Interconnected Levels which can be Affected by Employee 

Wellbeing 

 

Source: Researcher’s own diagram to demonstrate levels affected by employee 

wellbeing. 

                                                           
3 A phrase often associated with the book, In Search of Excellence by Peters and Waterman (1982) 
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Firstly, at the individual employee level, reductions in employee wellbeing can have 

negative consequences for the employees involved, including their experience of life 

in general both in and out of work. Secondly, at the organisational level, reductions in 

employee wellbeing can have a significant impact on a variety of factors, including 

financial, many of which will be explored in this research. For example, according to 

the latest figures from the CIPD, the median cost of absenteeism4 per employee is £522 

each year (CIPD, 2016). Taking a step up, employee wellbeing is also a concern to the 

economy as a whole (Black, 2008; Black and Frost, 2011; Waddell and Burton, 2006). 

There is a range of estimates of the financial impact of absence on the economy, with 

the middle ground estimate being around £15 billion per year (Black and Frost, 2011), 

whilst Black (2008) reports working-age ill-health overall to cost the UK economy 

more than £100 billion a year5. Finally, moving beyond the economic impact of 

employee wellbeing, problems in this area inevitably have a wider impact on society 

overall in that they have the potential not only to impact the individual workers 

negatively but also their families, friends and wider communities. All of the levels 

interconnect, as demonstrated by the dotted lines in Figure 1.1, however, this research 

focuses in particular upon the organisational level6 in the equation and the way in 

which companies manage and promote the wellbeing of their employees.  

The CIPD (2018) reported that only 18 per cent of respondents to their annual survey 

said that their organisation had nothing in place with regard to employee wellbeing, 

which suggests that the majority of organisations are taking some sort of action in the 

area. In addition, 55 per cent of respondents said that employee wellbeing was on the 

agenda of leaders in their organisation. In keeping with this, CIPD (2016) reported that 

46 per cent of organisations surveyed said they had increased their focus on employee 

wellbeing that year, with only 3 per cent saying they had decreased focus from the 

                                                           
4 Absenteeism is considered to be one of the more tangible elements of employee wellbeing and, as a 

result, financial costs associated to it are more readily available than they are, for example, to 

presenteeism.  

 
5 This figure includes factors such as benefits paid to those out of work due to work-related ill health, 

the burden of work-related ill health on the NHS, as well as reductions in productivity levels. 

 
6 The organisation level can be seen as the source level in that it is at this level (i.e. within workplaces 

and as a result of workplace practices) that issues of employee wellbeing manifest.  
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previous year7. However, despite these promising statistics, the CIPD (2018) also 

reported the following: 

“Our findings show that, while most organisations collect absence 

data, fewer use it to inform well-being activity. Moreover, a 

substantial proportion of organisations do not attempt to identify the 

causes of stress, ‘leaveism’ and ‘presenteeism’ in their efforts to 

address these issues.” (p. 9) 

 

Also worrying is that only 33 per cent of organisations claim to monitor the cost of 

absence and only 14 per cent of companies that take action with regard to employee 

wellbeing evaluate the investment they are making in any way.  

When considered as a whole, this section of the Introduction demonstrates the 

complexities and contradictions which exist in this area. It is important to note that 

whilst organisations, their actions and responsibility with regard to employee 

wellbeing are the focus of this research, employees and their wellbeing sit at the heart 

of this study, as can be seen in Figure 1.1. The actions of organisations impact their 

employees as well as feeding into the wider economy and society. One of the 

understandings guiding this research is that the current situation will only improve if 

organisations recognise and appreciate the value of being proactive with regard to this 

issue.  

Close to two decades ago, Danna and Griffin (1999) highlighted the fact that despite 

the wide array of literature available on the topic of employee wellbeing, the dispersed 

nature of the contributions coupled with the lack of an overall theory or framework in 

the area was hindering the development of the field and the importance and potential 

of this area was not being fully recognised. Despite the time which has elapsed since 

Dana and Griffin’s (1999) article was published, and the fact that the body of literature 

(both academic and practitioner focused) has continued to grow steadily, these issues 

persist today. This research therefore aims to help address these issues by answering 

the call put forward in the future research section of Danna and Griffin (1999) for the 

                                                           
7 Figures for this in subsequent years are not available to compare.  
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development of a framework of employee wellbeing within organisations. In the next 

section of this chapter, the details of this will be explored further.  

 

1.2 Overall Research Objective and Questions 
 

As noted above, this study aims to address two interconnected issues identified in the 

literature in the field of employee wellbeing: the disjointed, disparate nature of existing 

contributions and the lack of an overall framework. Whilst it is recognised that one 

study alone cannot hope to resolve these issues entirely, this research aims to begin the 

process of addressing them. The overall objective of this research is: 

To develop a theoretical framework providing an overview of the management and 

promotion of employee wellbeing within large UK-based organisations, which is 

valuable to both academics and practitioners in facilitating an understanding of the 

connections which exist between the various elements in the field8.  

In addition to this overall objective, there are three additional sub-objectives for the 

theoretical framework, as follows. 

1. To facilitate a better understanding of existing and future contributions to the 

literature in the area including how the different studies relate to one another and 

of their value and relevance in any given situation. In the same way, the 

framework will prove useful in guiding researchers in planning future research 

projects in this area, and in understanding the contribution they hope to make in 

the field. 

2. To assist organisations in understanding their current situation and their own 

efforts in the management and promotion of employee wellbeing, and in planning 

future action in the area. 

                                                           
8 It should be noted that the proposed framework is slightly narrower than that suggested in Danna and 

Griffin (1999); this is in keeping with the need for a focus on the role of organisations recognised in 

the literature. 
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3. To be helpful to consulting firms and service providers operating in the area, both 

in ensuring that their approach is as effective as it can be and in providing a useful 

facilitatory tool in the explanation of their approach to their clients. 

In order to facilitate the development of this theoretical framework, the research 

addresses two main questions: 

1. What are the organisations interviewed for this research doing in the area of 

employee wellbeing; what are the motivating factors driving their action and the 

challenges they face? 

2. What role are consulting firms and service providers interviewed for this research 

playing in this area and what further insights can they provide into the actions of 

large UK-based organisations? 

 

1.3 Overall Research Approach  
 

It is possible that the framework in this research, as proposed in (Danna and Griffin, 

1999), could have been developed without the use of empirical data, however, it was 

decided that a practitioner-oriented focus was essential given the practical nature of 

the topic and therefore the need for the framework development to be guided by real 

life, up-to-date insights was crucial.  

This research is qualitative in nature and gathers data from 25 semi-structured 

interviews; 10 of the interviews are with representatives of large organisations in the 

UK who are responsible for employee wellbeing and 15 interviews with employee 

wellbeing consulting and service provider firms in the UK. Whilst the inclusion of 

insights from large UK organisations is easy to understand given the overall objective 

of the research, at first glance, the inclusion of consulting firms and service providers 

may be more challenging to grasp. However, the key role that consulting firms and 

service providers operating in the area of employee wellbeing play in the management 

and particularly the promotion of employee wellbeing quickly became apparent to the 

researcher as a result of speaking to organisations, attending conferences, and 
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generally becoming more familiar with the area. It was therefore viewed as essential 

that their insights and influence were included in this research.  

This research employs a combined analysis approach which borrows ideas from 

thematic analysis (Braun and Clarke, 2006) as well as abduction (Timmermans and 

Tavory, 2012). The use of an abductive approach, which entailed the inclusion of 

different theoretical perspectives in the analysis process, is deemed valuable in terms 

of effectively building a more complete picture of the area. 

 

1.4 Structure of the Thesis 
 

The thesis is divided into seven chapters including this introductory chapter. Following 

the Introduction in Chapter 1, Chapter 2 is comprised of the Literature Review. The 

objectives of this chapter are, firstly, to provide an overview of the literature in the 

area and, secondly, to identify the main theoretical perspectives present which will be 

used in the analysis of the data in the study. Chapter 2 covers a wide array of literature 

from different disciplines due to the diverse nature of this topic.  

Chapter 3 Research Design: Methodology and Methods follows the Literature Review 

in Chapter 2. Chapter 3 begins by exploring the philosophical underpinnings of this 

study. It then moves on to discuss the design of the study, including data collection 

method and the approach to data analysis as well as other important aspects of the 

study such as ethical considerations. Taken together, chapters 2 and 3 provide the 

foundation for the study. 

The following two chapters, Chapter 4 Findings and Chapter 5 Theoretical Analysis, 

also work in conjunction with one another. As noted previously, the data analysis 

technique employed in this research combines ideas from both abduction 

(Timmermans and Tavory, 2012) and thematic analysis (Braun and Clarke, 2006). In 

Chapter 4, the findings of the research are presented according to four themes which 

were identified in the data during the analysis process. Chapter 5 then presents the 

analysis of the data in the study according to the three alternative theoretical 

perspectives, referring back to the findings in Chapter 4. In reality, the processes 

documented throughout chapters 4 and 5 of the thesis happened simultaneously, 
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however it was decided that it would not be feasible to re-present the findings three 

separate times according to the three alternative theoretical perspectives. It was 

therefore decided that the most effective way of presenting these processes from 

logistical and clarity perspectives would be to divide the material into two chapters 

which would work together to provide an overall picture of the data analysis process. 

The next chapter in the thesis, Chapter 6 Theoretical Framework Development, brings 

together the preceding chapters in order to develop a new theoretical framework for 

the management and promotion of employee wellbeing; the overall objective of the 

research. The development of the framework draws on the literature from Chapter 2, 

the research themes identified and presented in Chapter 4 and the outcomes of the 

theoretical analysis presented in Chapter 5.  

Finally, Chapter 7 Discussion and Conclusion, provides a final overview of the thesis. 

This chapter discusses the way in which the study answered the research questions and 

met the overall objective of the research, as well as the contribution to knowledge 

which was made by it. It also highlights the limitations of this study as well as ideas 

arising from it for future research.        
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2.1 Introduction  
 

This chapter provides an overview and discussion of the literature within the area of 

employee wellbeing. It is acknowledged that there is a wide array of research from a 

variety of different disciplines which all contribute to our understanding and 

knowledge of the topic at hand (Danna and Griffin, 1999). The principle challenge 

encountered in writing this review therefore lay in piecing together the various 

contributions to knowledge which have been made in different subject areas in order 

to present as complete a picture as possible of this complex topic.  

The process of reviewing the literature began at the beginning of this project in line 

with the abductive approach adopted in this research (Timmermans and Tavory, 

2012)9. The focus of the initial review of the literature was upon wellbeing-promoting 

initiatives and the reasons companies may choose to implement these from a business 

perspective, or in other words, the business case for investment in the area. The 

resulting knowledge and understandings gained from this initial review informed the 

interview questions used in the semi-structured interviews10. Following the data 

collection, when beginning the analysis process, it was then necessary to review the 

literature once again in line with the varied topics raised in the interviews themselves. 

This involved consulting a much wider range of literature in the area and in particular, 

exploring the psychosocial and organisational focused side of the topic. Finally, due 

to the length of the research process itself it was necessary to conduct a subsequent 

small-scale review in order to include the up-to-date literature in the area. The 

literature review presented in this chapter is therefore an amalgamation of these 

various processes. Whilst the review in this chapter is not a systematic review, care 

has been taken to ensure that it provides a comprehensive overview and critical 

analysis of the research relevant to this study. A combination of two main approaches 

was employed in order to unearth the relevant literature for inclusion in the review. 

Firstly, searches of key terms in research databases were conducted11 and secondly, 

                                                           
9 See Chapter 3.5 for further details. 

 
10 See Appendices 2.1 and 2.2 

 
11 These included: SCOPUS, ProQuest and Google Scholar 
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the reference lists of articles already obtained were used as guides in discovering 

further contributions in the area, and this approach proved particularly valuable. The 

boundaries in terms of what is included in this final review are guided by the data 

which was collected during the research as opposed to being clearly defined at the 

beginning of the research process. 

The remainder of this chapter is structured as follows. To begin with, the definitions 

of some of the key terms employed in this chapter and the thesis as a whole are 

explored. Next, an overview of the important contributions to this area, outwith 

academia, are provided from a Global, European, and UK perspective. Following this, 

a number of the key issues in this area are explored: absenteeism, presenteeism, 

leavism, and competitive presenteeism. The next two sections of the literature review 

consider the research which has been conducted into the two, potentially 

complementary, approaches to the promotion of employee wellbeing: the organisation 

focused approach and the individual focused approach. The section on the organisation 

focused approach concentrates on psychosocial workplace factors, work-stress, and 

lifestyle factors and non-communicable disease (NCD). The individual focused 

approach explores the various research which has been conducted into employee 

centred initiatives. After these two interconnected sections, consideration will be given 

to what is known as the comprehensive approach which combines both the 

organisational and individual focused approaches. This will be followed by an 

overview of the main reasons organisations choose to take the various forms of action 

discussed in the previous sections. Moving on from this will be an examination of the 

quality of research in this area, the elements of a sustainable programme, and the 

barriers and facilitators to success. Finally, this chapter concludes by taking a step back 

and reflecting on whether employee wellbeing should be considered the responsibility 

of organisations in the first place. 

 

2.2 Definitions 
 

One of the first things to become apparent when exploring the literature in this area is 

that there is little agreement regarding the definitions of the core terms employed. It 



13 

 

 

was therefore deemed important to begin this literature review by briefly exploring 

some of the key definitions in existence and providing as clear an explanation as 

possible of the definitions selected for use in this study.  

Throughout the literature in this area, the terms; ‘health’, ‘wellbeing’, ‘wellness’, 

‘health and wellbeing’, and ‘health and wellness’ are often used more or less 

interchangeably, sometimes within the same study, and at times even within the same 

paragraph in an article. In addition, what is meant by the terms employed is often left 

unexplained. To begin, it is important to consider what is meant by ‘wellbeing’ itself. 

Pollard and Lee (2003) note that wellbeing is: 

“…a complex, multi-faceted construct that has continued to elude 

researchers’ attempts to define and measure.” (p. 60)  

 

With this in mind, a valuable way of approaching this challenge is to consider what 

constitutes wellbeing, and this can be achieved by looking at the core dimensions of 

the concept. Although there is little agreement regarding what exactly wellbeing is, 

Grant et al. (2007) explain that there is, however, relative agreement across disciplines 

regarding its core dimensions which include the psychological, physical, and social:  

“The psychological approach defines well-being in terms of 

subjective experience and functioning, the physical approach defines 

wellbeing in terms of bodily health and functioning, and the social 

approach defines well-being in terms of relational experience and 

functioning.” (Ibid., p. 52)  

 

In line with this, Schulte and Vainio (2010) explain wellbeing at work as follows: 

“Wellbeing includes people’s physical and mental health and the 

social/relationship aspects of their work environment.” (Ibid., p. 3) 

 

One of the recognised issues in defining the term ‘wellbeing’ is that often what 

constitutes wellbeing is put forward instead of a specific definition of the term itself. 

To remedy this, Dodge et al. (2012) created their own definition which brings together 

various ideas within the extant literature on this theme. 
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Figure 2.1 The Definition of Wellbeing 

 

 

Source: Dodge et al., 2012, p. 229, Figure 4  

 

The diagram above provides a visual representation of this definition: 

“In essence, stable wellbeing is when individuals have the 

psychological, social and physical resources they need to meet a 

particular psychological, social and/or physical challenge. When 

individuals have more challenges than resources, the see-saw dips, 

along with their wellbeing, and vice-versa.” (Dodge et al., 2012, p. 

230) 

  

In addition to the challenge of defining wellbeing, an area which is the source of much 

confusion is the connection between the terms ‘health’ and ‘wellbeing’. The World 

Health Organisation (WHO) defines health as: 

“…[health is] a state of complete physical, mental and social well-

being and not merely the absence of disease or infirmity.” 

(Constitution of the World Health Organization, 1946) 

 

Considering the previous discussion of the core dimensions of wellbeing, alongside 

the definition of health above, the overlap between the two terms becomes apparent in 
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that each appears to be a component of the other. In this research overall, it was decided 

that the term ‘wellbeing’ would be used12: 

“…as a broader and more encompassing concept that takes account 

of ‘the whole person’ in their context.” (Danna and Griffin, 1999; 

Waddell and Burton, 2006) 

 

At times during this literature review, the concepts of health and wellbeing are 

separated in line with the research being reviewed, in these instances health refers 

specifically to mental and physical health, or lack of it, for example, heart disease or 

depression. While wellbeing is considered to be a more acutely subjective concept 

which refers to an individual’s perspective on their experience of life. It is 

acknowledged however that an inherent bidirectional relationship exists between the 

two in that an individual’s mental and physical health impacts upon their experience 

of life whilst, at the same time, their experience of life can impact upon their mental 

and, at times, physical health.  

When considering employee wellbeing more specifically, focus turns to the wellbeing 

of individuals in the workplace. Juniper et al. (2011) explain as follows: 

“…that part of an employee’s overall well-being that they perceive 

to be determined primarily by their work and can be influenced by 

workplace interventions.” (Ibid., p. 347)  

 

This definition is valuable because it brings workplace interventions into the 

discussion. The term most often used for workplace interventions in this area is 

‘workplace health promotion’ (WHP). Various definitions for workplace health 

promotion exist, for example: 

“Workplace Health Promotion (WHP) is the combined efforts of 

employers, employees and society to improve the health and well-

being of people at work. This can be achieved by a combination of 

improving the work organisation and the working environment, 

promoting active participation and by encouraging personal 

development.” (ENWHP, 2005) 

                                                           
12 Throughout the interview process in this research the term ‘wellbeing’ was used as an all-

encompassing concept which enabled interviewees to interpret it openly. 
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In this research, the main focus is upon the role of the organisation, therefore 

workplace health promotion is defined by the author as:  

“Any action or activity on the part of the organisation that aims to 

manage and/or promote the psychological, physical, and/or social 

wellbeing of employees in the workplace.” 

 

This definition is in keeping with others found in the literature (see for example: 

Dickson-Swift et al., 2014; Goetzel et al., 2014) however it focuses upon the role of 

the organisation and is in keeping with the definitions of wellbeing and, more 

specifically, employee wellbeing, provided above.  

There are many more terms which are used in this field, however these will be defined 

and explained at the relevant points throughout this chapter. 

 

2.3 Contributions: Global, European, and UK 

  

In 1986, the World Health Organisation (WHO) held the first international conference 

on health promotion in Ottawa, Canada which resulted in the Ottawa Charter for 

Health Promotion. This charter highlighted the role of work in the quest for health and 

stated:  

“…work and leisure should be a source of health for people.” (WHO, 

1986) 

In subsequent years, eight further conferences have been held around the world. These 

have resulted in a number of additional charters and declarations which focus on health 

promotion and touch upon the role of workplaces in this equation (Dickson-Swift et 

al., 2014). In addition to these more general charters and declarations, the WHO also 

endorsed the ‘Global plan for action on workers’ health’ in 2007 which focused 

specifically on workers themselves, and published the ‘Healthy workplace: a model 

for action for employers’ in 2010 which includes more of a focus on the business and 

economic benefits which may be realised through improving the wellbeing of 

employees (WHO, 2010; 2007). 
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At the European level, the European Network for Workplace Health Promotion 

(ENWHP) has also produced a number of statements13 including the Luxembourg 

declaration on workplace health promotion in the European Union which highlights 

the idea of workplace health promotion being seen as a valuable investment for 

organisations, originally issued in 1997 and later updated in 2005 (ENWHP, 2005), 

and the Barcelona Declaration on developing good workplace health practice in 

Europe (ENWHP, 2002).  

Within the UK itself the Health and Safety Executive (HSE) is the main body 

responsible for reviewing and enforcing regulation and legislation surrounding the 

health and safety of employees at work. Although its history can be traced back to 

183314, its most prominent contribution to this area is the Health and Safety at Work 

Act (1974) in which it is stated: 

“An Act to make further provision for securing the health, safety and 

welfare of persons at work, for protecting others against risks to 

health or safety in connection with the activities of persons at work, 

for controlling the keeping and use and preventing the unlawful 

acquisition, possession and use of dangerous substances, and for 

controlling certain emissions into the atmosphere; to make further 

provision with respect to the employment medical advisory service; 

to amend the law relating to building regulations, and the Building 

(Scotland) Act 1959; and for connected purposes.” (Health and 

Safety at Work etc. Act, 1974) 

 

As can be seen from this excerpt, the act focuses primarily on the safety and the 

protection of physical health within the workforce. More recently the HSE have also 

recognised the psychological component of work and workplaces with the introduction 

of their Management Standards in 200415. These standards focus on work-related stress 

and six associated factors which require management, including: 

• Demands – this includes issues such as workload, work patterns and the work 

environment. 

                                                           
13 A comprehensive list of statements can be found at http://www.enwhp.org/ 

 
14 http://www.hse.gov.uk/aboutus/timeline/index.htm 

 
15 Further details can be found at http://www.hse.gov.uk/stress/standards/index.htm 

http://www.enwhp.org/
http://www.hse.gov.uk/aboutus/timeline/index.htm
http://www.hse.gov.uk/stress/standards/index.htm
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• Control – how much say the person has in the way they do their work. 

• Support – this includes the encouragement, sponsorship and resources 

provided by the organisation, line management and colleagues. 

• Relationships – this includes promoting positive working to avoid conflict and 

dealing with unacceptable behaviour. 

• Role – whether people understand their role within the organisation and 

whether the organisation ensures that they do not have conflicting roles. 

• Change – how organisational change (large or small) is managed and 

communicated in the organisation. 

 

In addition to the publications and guidance from the HSE, the UK government set up 

a health, work and wellbeing initiative in 2005 within the Department for Work and 

Pensions (DWP). This initiative began with the publication of its overall strategy 

‘Health, work and wellbeing: caring for our future’ which focused on the health and 

wellbeing of working age people in the UK (DWP et al., 2005). The initiative has since 

produced a considerable number of publications providing evidence of research in the 

area as well as guidance on a variety of topics. Most notably, these include three 

independent reports ‘Is work good for your health and well-being? An independent 

review’ (Waddell and Burton, 2006); ‘Working for a healthier tomorrow: work and 

health in Britain’ (Black, 2008) and; ‘Health at work – an independent review of 

sickness absence’ (Black and Frost, 2011). 

The objective of this section was to provide an overview of some of the key 

contributions made to this area outwith the confines of academia, a number of these 

publications will be drawn on in more detail throughout the remainder of this chapter.  

 

2.4 Absenteeism, Presenteeism, Leavism and Competitive Presenteeism 
 

This section of the literature review will consider four interconnected issues in the area 

of employee wellbeing: absenteeism, presenteeism, leavism and competitive 
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presenteeism. It highlights the fact that whilst a lot of attention is given to absenteeism, 

this is only one of the factors in this story and it is only by considering it in conjunction 

with others that a more complete understanding of the area can be gained. 

 

2.4.1 Absenteeism   

  

Although absenteeism can be considered a reasonably simple concept to understand 

and define in comparison to some other ideas in the area of employee wellbeing, there 

is some confusion regarding what it includes. The Chartered Institute for Personnel 

and Development (CIPD)16 breaks absence down into four types which include: 

• short-term sickness absence 

• long-term sickness absence 

• other authorised absences, including annual leave; maternity, paternity, 

adoption, or parental leave; time off for public or trade union duties, or to care 

for dependents; compassionate leave; educational leave 

• unauthorised absence or persistent lateness. 

 

CIPD (2018) reported that employee sickness absence (long- and short-term) in the 

UK, in terms of average number of days lost per employee, was 6.6 days, a slight 

increase from its previous report (CIPD, 2016), which reported 6.3 days. When these 

figures are compared with the data provided by the CIPD in the years from 2010, they 

are relatively low (figures reported range from 7.4 to 8.6 days). The Office for National 

Statistics (ONS, 2016) provides a considerably lower figure of 4.3 days lost per 

employee. The differences in the figures reported could potentially be down to 

different measurement approaches and demonstrates the challenge which exists in 

terms of gaining a clear picture of what is going on in this area. However, whilst the 

figures themselves differ, the two sources do agree that sickness absence rates have 

been declining for several years. In fact, 4.3 days reported by the ONS (2016) is the 

                                                           
16 For more details see: https://www.cipd.co.uk/knowledge/fundamentals/relations/absence/factsheet 

https://www.cipd.co.uk/knowledge/fundamentals/relations/absence/factsheet
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lowest figure on record since they began reporting on this matter in 1993 (ONS, 2016, 

p. 2). On first inspection, this reduction could be seen in a positive light, however, as 

will be explored later in this section, it is important to exercise caution when 

interpreting these figures because of potential simultaneous increases in presenteeism 

and leavism which could be partly responsible for reduced absence figures.  

In terms of reasons for absence in the UK, ONS (2016) and (CIPD, 2018, 2016) report 

differently on this matter too, this could in part be due to the fact that the ONS report 

overall reasons for absence whereas the CIPD divide sickness absence into long and 

short-term absence. ONS (2016) reports minor illnesses such as colds as the most 

common reason for sickness absence, and this is in line with CIPD (2018, 2016) short-

term absence results. However, in terms of long- term absence the reasons are 

different: overall, the CIPD provides a more detailed breakdown of the reasons for 

sickness absence and the top five reasons provided in order of prevalence for short- 

and long-term sickness absence according to CIPD (2018) are provided in Table 2.1 

below. 
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Table 2.1 Reasons for Short- and Long-Term Absence in Order of Prevalence 

Reasons for Short-Term Absence  Reasons for Long-Term Absence  

Minor illness (for example colds/flu, 

stomach upsets, headaches and 

migraines) 

Acute medical conditions (for example 

stroke, heart attack and cancer) 

Stress Mental ill health (for example clinical 

depression and anxiety) 

Musculoskeletal injuries (for example 

neck strains and repetitive strain injury, 

but excluding back pain) 

Stress 

 

Mental ill health (for example clinical 

depression and anxiety) 

Musculoskeletal injuries (for example 

neck strains and repetitive strain injury, 

but excluding back pain) 

Source: CIPD, 2018, p. 30 

 

With regard to the promotion of employee wellbeing, the following point is made by 

Schulte and Vainio (2010): 

“A growing body of literature links workforce wellbeing to 

productivity particularly in terms of health as a component of well-

being. In the simplest terms, sickness absence has been shown to 

directly affect productivity.” (p. 424) 

 

Sickness absence reduction is one of the primary focuses of much of the effort within 

the promotion of employee wellbeing (Goetzel et al., 2014, p. 928) with a considerable 

number of studies into the effectiveness of interventions reporting reductions in 

sickness absence (see for example: Aldana et al., 2005; Kuoppala et al., 2008; Nunes 

et al., 2017; Willert et al., 2011). This section has provided a brief introduction to the 

concept of absenteeism, it will however be explored further in various later sections of 

this chapter.  
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2.4.2 Presenteeism 

 

In 1996, Adelman et al. published a study on the effect of a drug called sumatriptan on 

the productivity of workers which was used to treat migraines (Adelman et al., 1996).  

Over a decade later, Johns (2010) described this paper as ‘a symbolic tipping point in 

the study of presenteeism’. Johns (2010) quotes Amick et al. (2000) to explain the 

results of the study: 

“No differences were found when comparing the two groups…using 

only absence data. Researchers also asked a question about how 

effective the worker felt (from 0 to 100 per cent) when having 

migraine symptoms. The number of hours worked was multiplied by 

the self-reported percentage of effectiveness, and this generated 

additional time when the worker was not productive. When this 

additional lost productivity was added to the absence data, 

significant differences were observed [in favor of the treatment 

group].”  (Amick et al., 2000, p. 3155 quoted in Johns, 2010, p. 531) 

 

In addition to the more traditional research focus on productivity loss associated with 

absenteeism, this study opened the door for researchers to begin exploring the 

productivity of employees who are physically present in the workplace but afflicted 

by some sort of health problem. Interestingly,  Hansen and Andersen (2008) make the 

following point regarding the concept of presenteeism historically:  

“While sickness presenteeism may be a relatively new research area, 

it is by no means a new phenomenon. In fact, one might argue that 

sickness presenteeism both pre-dates and is more fundamental than 

sickness absence. Before the advent of paid sick leave or publicly 

financed compensation for illness, it was probably more common to 

turn up ill at work than to stay at home if one was suffering from a 

non-fatal, non-incapacitating disease. In the early 20th century 

employees simply could not afford to stay home when ill.” (p. 956)  

 

From an organisational perspective, interest in presenteeism is driven, at least in part, 

by concern for the impact of this productivity loss on profits. Published in the Harvard 

Business Review, Hemp (2004), one of the seminal contributions to the field, makes 

the following claim: 
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“Presenteeism…can cut individual productivity by one-third or 

more. In fact, presenteeism appears to be a much costlier problem 

than its productivity-reducing counterpart, absenteeism. And, unlike 

absenteeism, presenteeism isn’t always apparent.” (p. 49) 

 

Hemp (2004) defines presenteeism as: ‘productivity loss resulting from real health 

problems’ (p. 49). However, there are in fact a number of different definitions for the 

term in existence. Johns (2010, p. 521) provides a list of nine different definitions for 

presenteeism found in the literature. In early use of the term it was used to depict the 

opposite of absenteeism, whilst more recently the idea of productivity loss has become 

the focus for many definitions; as in Hemp (2004). In this research however (in 

keeping with Aronsson et al., 2000 and Dew et al., 2005), presenteeism is defined as:  

“…the act of attending work while ill.” (Johns, 2010, p. 521).  

 

Johns (2010) explains the value of this definition in terms of it not being about the 

reasons people attend work while ill, and also not being about the outcome of this 

action. One of the main reasons for selecting this definition is that productivity loss is 

not a guaranteed outcome of presenteeism, it is only a potential one. Due to the 

subjective nature of wellbeing, different individuals may react differently even if they 

are faced with similar symptoms. This means that the loss in productivity closely 

associated with presenteeism can vary and may in some cases be non-existent despite 

the individual attending work while ill.  

Connections have been made in the literature between presenteeism and absenteeism. 

One of these connections, which several studies have investigated and found support 

for, is the idea that presenteeism can predict future absence, both long- and short-term 

(see for example: Bergström et al., 2009; Janssens et al., 2013; Skagen and Collins, 

2016). Skagen and Collins (2016, p. 116) conducted a systematic review of research 

investigating this issue and found that in most cases sickness presenteeism was a risk 

factor for both sickness absence in the future as well as decreases in self-rated health. 

One of the reasons suggested for this connection is that individuals who come to work 

when unwell, for whatever reason, do not give themselves the necessary time to 

recover and that over an extended period, this behaviour can negatively impact upon 
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their health (Johns, 2010). Presenteeism is often depicted as inherently negative in the 

literature, however there is strong evidence that work is not necessarily detrimental to 

health and that it can be beneficial during the recovery process, provided the work in 

question meets the standards of being ‘good work’17 (Black, 2008; Waddell and 

Burton, 2006). In line with this idea, Whysall et al. (2017) make the following point: 

“Problematic outcomes do not arise automatically as a result of 

attending work unwell, but in doing so without appropriate 

management or adjustments being made to the work tasks, 

environment or equipment, to ensure the effect on health is 

restorative rather than detrimental.” (p. 2) 

 

Two key organisational policies which Johns (2010) highlights as having a potential 

impact on presenteeism are those of sick pay and attendance controls. This is another 

area where the connection between absenteeism and presenteeism is demonstrated. 

Research shows that providing less generous sick pay can lead to reductions in absence 

(Johns, 2010). There is also support in the literature for the idea that this approach can 

promote presenteeism, particularly in the case of female employees, as reported in 

Lovell (2004). Interestingly, this study also discusses the idea of managing family 

alongside work and finds that one of the reasons for increased presenteeism in these 

situations is that employees feel the need to keep their sickness absence days for times 

when they have no choice but to take time off; when their children are themselves ill. 

This highlights the complex nature of these issues. Some organisations choose to 

implement absence management systems with trigger points, in these systems 

employees face disciplinary action if they trigger the system by meeting a 

predetermined number of absence episodes. There are two findings associated with 

these systems. Firstly, they can lead to increased presenteeism as employees try to 

avoid disciplinary action. And secondly, because these systems often work on a 

number of episodes basis, as opposed to overall number of days, employees who may 

have otherwise come to work while ill actually choose absence to avoid potentially 

needing additional, separate absence episodes (Grinyer and Singleton, 2000; Munir et 

al., 2007).  

                                                           
17 See section 2.5.4 for further details 
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In 2010, the Work Foundation published a review into presenteeism (Ashby and 

Mahdon, 2010). This report found that there were three key factors which were related 

to increased levels of presenteeism: personal financial difficulties, work related stress, 

and perceived workplace pressure to attend work, even when ill. They also found that 

employees who did not have the option of adjusting their work to meet their current 

capabilities reported a higher negative impact on their productivity.  Also considered 

in the literature is the influence of team work. As might be expected, there is support 

for the idea that individuals working in teams can feel pressure to attend work even 

when not feeling up to it so that they don’t let other team members down. This can 

have the result of decreasing absenteeism and increasing presenteeism (Barker, 1993; 

Grinyer and Singleton, 2000). 

In connection to these ideas, Dew et al. (2005) considered presenteeism in three 

different workplaces in relation to the environments that employees work in. The three 

workplaces are given the following titles; ‘sanctuary’, ‘battleground’, and ‘ghetto’. 

The ‘sanctuary’ is a supportive, caring workplace with a positive psychosocial 

environment and the reasons people in this workplace partake in presenteeism is that 

they don’t want to let their team down. When they are present in the workplace when 

ill they get a lot of social and emotional support from other organisational members 

which could have a positive impact on their recovery, and this is in line with the ideas 

put forward by Black (2008) and Waddell and Burton (2006). However, in the 

‘battleground’ and ‘ghetto’ workplaces, much less care was taken in designing the 

workplaces and as a result the conditions were not supportive in terms of being 

beneficial to wellbeing and the reasons people attended work when ill were more about 

fears over job security. Dew et al. (2005) paper highlights the following point:  

“…presenteeism is a prominent phenomenon in the lives of 

workers…but the way in which it is rationalised and the factors that 

foster presenteeism are quite distinct.” (p. 2281) 

2.4.3 Leavism  

 

It was recently acknowledged that there are a number of behaviours related to 

absenteeism and presenteeism which are not actually covered by the two concepts. 
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These behaviours considered together have been termed ‘leavism’ (Hesketh and 

Cooper, 2014).  

Leavism is the practice of: 

1) Employees utilizing allocated time off such as annual leave entitlements, flexi 

hours banked, rerostered rest days and so on, to take time off when they are in 

fact unwell; 

2) Employees taking work home that cannot be completed in normal working 

hours; 

3) Employees working while on leave or holidays to catch up  

(Ibid, p. 146) 

 

In an empirical study which considered leavism alongside absenteeism and 

presenteeism, Hesketh and Cooper (2014) employed survey data of 155 individuals 

and reported that a third of respondents participated in behaviour matching the 

definitions of leavism. 

Hesketh and Cooper (2014) highlight the idea of the importance of employee absence 

records and the possibility that this data is used when considering applicants for 

promotion and also when making redundancy decisions. In connection to this, Gerich 

(2015) conducted research into the phenomenon and found that it: 

“…is associated with fear of job loss, promotion prospects, more 

restrictive attendance policies, and work overload. Contrary to 

expectations it is associated with lower, rather than higher, job 

enjoyment.” (p. 751).  

 

These findings suggest that leavism could be associated with absence management 

policies in a similar way to presenteeism as discussed above.  

 

2.4.4 Competitive Presenteeism 

 

Competitive presenteeism is a further piece of the puzzle which doesn’t quite fit with 

the definitions of absenteeism or presenteeism. As its name suggests this is the act of 
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competitive work attendance, Simpson (1998) found that men were more likely to 

participate in this behaviour than women. Competitive presenteeism involves 

sacrificing leisure time after work and holiday entitlements as well as recuperation 

time, for example after trips away with work. Interestingly, it is possible to think of it 

as an additional dimension, or driver, of leavism. The paper goes on to explain that if 

this type of behaviour is seen as the norm in an organisation, and therefore part of the 

organisational culture, then other employees can also feel pressure to partake in this 

behaviour resulting in very long work hours (Simpson, 1998).  

 

2.4.5 Concluding Thoughts 

 

This section considered the interconnected ideas of sickness absenteeism and 

presenteeism as well as the relatively new concept of leavism and the related issue of 

competitive presenteeism. What is suggested from this review of the literature in this 

area is that when individuals become unwell for whatever reason, there are three main 

options available to them; absenteeism, presenteeism or leavism and the decision they 

make is influenced by a complex array of factors, both workplace related and personal.  

From an organisational perspective it must be highlighted that if absenteeism is the 

only issue which is being tracked then management are getting only one part of the 

overall picture. The same is true when considering employee wellbeing as a whole; it 

is important to consider all four ideas discussed in this section in order to begin to 

piece together an understanding of the organisation’s influence in this area.   

 

 

 

2.5 Organisation Focused Approach  
 

As noted in the introduction to this chapter, there are two potentially complementary 

approaches to the management of employee wellbeing; the organisational approach 

and the individual approach. This section of the literature review considers research 
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into the organisation focused approach. in order to do this, attention is placed upon 

psychosocial workplace factors, stress, and non-communicable disease (NCD).  

 

2.5.1 Psychosocial Work Environment  

 

Interest in the psychological aspects of workplaces has been increasing since the 1950s 

(Cox et al., 2000; Johnson et al., 1996) however, what is meant by the term 

‘psychosocial factor’ remains notoriously challenging to determine (Gram Quist et al., 

2013). The following definition from a report by the International Labour Organisation 

(ILO) in 1986 effectively explains the various elements which are encompassed by the 

term: 

“Psychosocial factors at work refer to interactions between and 

among work environment, job content, organisational conditions and 

workers' capacities, needs, culture, personal extra-job considerations 

that may, through perceptions and experience, influence health, 

work performance and job satisfaction.” (p. 3) 

 

In the Preface of this influential report the importance of these factors is explained as 

follows: 

“It was acknowledged that the importance of the psychosocial 

environment of workplaces was increasing. It was generally agreed 

that economic growth, economic progress, increased productivity 

and social stability depended not only on the different means of 

production available, but also on working and living conditions and 

the health and well-being of workers and their families. This 

realisation led to the development of a global preventive action, 

taking account not only of physical and chemical hazards, but also 

of the various psychosocial factors inherent in enterprises, which 

could have a considerable influence on the physical and mental well-

being of workers.” (Ibid.) 

This quote can be considered relevant to the current study in several ways. It promotes 

an extension of the responsibility of business from simply considering the physical to 

also considering the psychological aspects of the work experience. This could be 

viewed as being supportive of the extension of the traditional focus on health and 

safety within workplaces to a more holistic health and wellbeing focused approach 
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(Black, 2008, p. 53). It also inherently supports the idea of there being an economic 

case for the safeguarding and promotion of employee wellbeing18. Although this report 

was written over three decades ago, the sentiments expressed continue to be relevant 

today. If anything, the changes in the work environment and an increase in the 

proportion of jobs being in the service, as opposed to the manufacturing, sector as well 

as increases in information and communication technology mean that the psychosocial 

environment is even more important than ever before, and the risks posed continue to 

be problematic at an individual, organisational and societal level (Bakker and 

Demerouti, 2014; Cox et al., 2000; EU-OHS et al., 2007; Kompier, 2006; Sparks et 

al., 2001). 

When considering the potential for psychosocial factors to impact negatively upon the 

wellbeing of employees,  Leka and Jain (2010) use the term psychosocial hazards. 

Drawing on Cox et al. (2000), they provide the following simplified definition: 

 “…those aspects of the design and management of work, and its 

social and organisational contexts that have the potential for causing 

psychological or physical harm.” (Cox et al., 2000, p. 14, referenced 

in Leka and Jain, 2010, p. 4) 

 

It is not possible to provide a complete list of all psychosocial hazards because every 

workplace will have different factors at play and, due to changes such as developments 

in technology, new hazards are continually arising (EU-OHS et al., 2007; Kompier, 

2006). However, Leka and Jain (2010) provide the following table which gives an 

overview of some of the most significant psychosocial hazards in existence. 

Table 2.2 Psychosocial Hazards 

Job content  Lack of variety or short work cycles, 

fragmented or meaningless work, under 

use of skills, high uncertainty, 

continuous exposure to people through 

work 

Workload & work pace Work overload or under load, machine 

pacing, high levels of time pressure, 

continually subject to deadlines 

                                                           
18 See section 2.8 for further details 
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Work schedule Shift working, night shifts, inflexible 

work schedules, unpredictable hours, 

long or unsociable hours 

Control Low participation in decision making, 

lack of control over workload, pacing, 

etc. 

Environment & Equipment Inadequate equipment availability, 

suitability or maintenance; poor 

environmental conditions such as lack 

of space, poor lighting, excessive noise 

Organisational culture & function Poor communication, low levels of 

support for problem solving and 

personal development, lack of definition 

of, or agreement on, organisational 

objectives 

Interpersonal relationships at work Social or physical isolation, poor 

relationships with superiors, 

interpersonal conflict, lack of social 

support, bullying, harassment 

Role in organisation Role ambiguity, role conflict, and 

responsibility for people 

Career development Career stagnation and uncertainty, 

under promotion or over promotion, 

poor pay, job insecurity, low social 

value to work 

Home-work interface Conflicting demands of work and home, 

low support at home, dual career 

problems 

Source: Leka and Jain (2010, p. 5) 

 

The first column in the Table 2.2 above lists various psychosocial factors whilst the 

second column briefly explains what conditions, if present, make them potentially 

hazardous to individuals. It should be noted that psychosocial factors are not inherently 

negative however these factors within the workplace do have the potential to have an 

adverse effect upon employees if not managed carefully (ILO, 1986).   
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2.5.2 Stress  

 

Psychosocial hazards are widely considered to be intimately wedded to stress at work 

(Leka and Jain, 2010). The term ‘stress’ was first introduced by Hans Selye in 1965 

(Selye, 1965) and can be defined as: “the physiological response caused by any 

stressful event (stressor)” (Li et al., 2016, p. 2).There are recognised to be two principle 

aspects of stress: the first is the stressor, this is the stressful situation or event; and the 

second is the stress response (or physiological response in the definition above), this 

is the way individuals react to the stressor. There are three main approaches to the 

study of stress, these are stimulus theories, response theories and interaction theories 

(Brantley and Thomason, 1995). As their names suggest, stimulus theories focus on 

the role of the stressor, response theories are concerned with the individual stress 

response, and finally the interactionist approach considers both the stressor and the 

stress response (Cooper and Cartwright, 1994). The third of these approaches takes 

into account that it is possible for two individuals to experience the same environment 

and have very different stress responses and therefore different overall outcomes, in 

other words, the subjective nature of stress.  Focusing attention specifically on stress 

within the workplace, Leka et al. (2003) provide the following definition19: 

“Work-related stress is the response people may have when 

presented with work demands and pressures that are not matched to 

their knowledge and abilities and which challenge their ability to 

cope.” (p. 3)  

 

The use of the word ‘may’ in this definition again highlights the subjectivity involved. 

Ganster and Rosen (2013) explain this as follows: 

“there seems to be little disagreement that psychosocial stressors 

exert their effects primarily through how the individual perceives 

and evaluates them” ( Ibid., p. 1089) 

 

                                                           
19 The ideas expressed in terms of there being a lack of match between demands and abilities will be 

considered further from a theoretical perspective later in this section (2.5.5). 
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Work stress is something which has been on the increase in the UK since 1992 

(Chandola, 2010). According to CIPD (2018) stress was in the top four reasons for 

both long- and short-term absence. The report provides the following list of the causes 

of stress at work in order of prevalence: 

• Workloads/volume of work  

• Management style  

• Non-work factors – relationships/family  

• Considerable organisational change/ restructuring  

• Pressure to meet targets and/or deadlines  

• Relationships at work  

• Non-work factors – personal illness/health issue  

• Poorly managed organisational change/ restructuring  

• Long hours impacting work–life balance  

• Lack of employee support from line managers  

• Non-work factors – financial concerns  

• Lack of control over how work is carried out  

• Job insecurity  

• Poorly designed jobs and/or roles   

• Lack of training  

• Lack of effective employee voice  (p. 39) 

 

These causes of stress at work are the ‘stressors’ which trigger the stress response in 

the employees in question, potentially resulting in them taking time off work. It can 

also be seen that items on this list meet the definition of psychosocial hazards provided 

previously, although not all of the issues are directly related to the workplace.  Not 

only can the experience of stress over a period of time lead to absence in the long and 

short term as a result of employees feeling they are unable to cope, there are also 

potential longer-term impacts from a health perspective. Although it is beyond the 

scope of this research to develop an in-depth understanding of the physiological 

changes that can occur as a result of chronic stress, it is of value to briefly consider the 

pathway through which stress can negatively impact the mental and physical health of 

individuals. Ganster and Rosen (2013, pp. 1090–1091) explain this response using 

what is known as the allostatic load model (AL model).  They explain that initially, 

responses are triggered in the central nervous system and that these include stress 

hormones and pro- and anti-inflammatory cytokines. When these primary responses 
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are repeatedly triggered this leads to a secondary response. The secondary response 

happens at a metabolic, cardiovascular, and immune system level. When this happens 

repeatedly, it is a key risk factor for mental and physical diseases. If this continues 

over an extended period of time it can lead to physical and mental health problems 

such as cardiovascular disease and depression, and potentially death.  Whilst this is a 

simplified explanation, it helps in generating an understanding of the way in which 

poorly managed psychosocial factors, or stressors, can contribute to mental and 

physical health problems in employees as a result of chronic stress.   

At this point, it is worthwhile considering wellbeing separately from health for a 

moment. The reason for this is that the experience of stress does not inevitably lead to 

lasting damage from a health perspective as explained above, because the body is 

capable of coping with a certain amount of stress and remaining within normal, safe 

limits. However, it can be a very unpleasant experience for the individual involved and 

it is at this level that there is an inevitability in terms of the impact upon the individual’s 

wellbeing. The subjective experience of stress can lower the sense of wellbeing of the 

individual in question, although the extent to which this occurs is of course variable. 

Cox et al. (2000) succinctly explain this as follows: 

“…the experience of stress, while necessarily reducing that sense of 

well-being, does not inevitably contribute to the development of 

physical or psychological disorder. For some, however…stress may 

affect health.” (p. 16) 

 

When considering the stress related absences reported by CIPD (2018) above, these 

are likely to be the result of individuals’ ability to cope with the demands at work being 

tested to such an extent that it reduces their sense of wellbeing to a point where they 

feel it necessary to take time off work. In terms of the connection between 

psychosocial hazards, work stress, and individual health and wellbeing, links have 

been found, including anxiety, depression, and mental health problems (Bonde, 2008; 

Melchior et al., 2007; Rugulies et al., 2006; Stansfeld and Candy, 2006; Tennant, 2001; 

Wieclaw et al., 2008); coronary heart disease and cardiovascular risk (Chandola et al., 

2008, 2006; Eller et al., 2009; Johnson et al., 1996; Kivimäki et al., 2006); and 

musculoskeletal (MSK) problems (Chen, 2005; Sobeih et al., 2006). 
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There is a further connection between psychosocial hazards, workplace stress, and 

employee wellbeing. This is the idea that there is a dual pathway through which work 

stress can affect the health of individuals. The first of these is the physiological 

pathway which was explained above and the second is the impact which stress can 

have upon lifestyle choices. What is being suggested in the second pathway is that 

individuals experiencing stress may respond by adapting their lifestyle choices in order 

to cope with the situation at hand and that these changes can have negative health 

impacts. This connection can be seen in research which considers smoking habits 

(Albertsen et al., 2006; Kouvonen et al., 2009, 2005), and changes in weight; i.e. the 

impact on eating and exercise patterns  (Brunner et al., 2007; Gram Quist et al., 2013; 

Overgaard et al., 2006).  It is important to note however that the results in the literature 

on these issues is not always conclusive (Allard, 2007; Brisson, 2000; Gram Quist et 

al. (2013) explain that this could be due to the fact that every individual copes with 

stressful situations in their own way and that, for example, some people may respond 

to feelings of stress by eating more but others may eat less, whilst some individuals 

may not change their lifestyle habits at all as a result of stress. Despite the limitations 

in the research which exists on this topic, this connection is important in that these 

lifestyle factors, as well as stress itself, are modifiable risk factors for non-

communicable disease (NCD), and this will be explored in more detail in the following 

section. 

 

2.5.3 Lifestyle Factors and Non-Communicable Disease 

 

In recent years, improvements in healthcare provision have helped to control and 

manage communicable diseases such as flu, HIV and AIDS, and measles. At the same 

time, however, non-communicable diseases (NCD) have become more prevalent (C3, 

2011; PwC, 2008). Whilst communicable diseases are spread through infectious 

agents, NCDs are non-transmissible and instead are dependent on genetic, 

physiological, environmental, and behaviour factors (Riley et al., 2017). There are four 
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major NCDs which include cardiovascular disease (heart disease and stroke), cancer, 

diabetes (type 2), and lung disease (C3, 2011). 

WHO (2014) states that: 

 ‘Noncommunicable diseases have a significant impact on 

productivity, absenteeism and the wider economy, and there are 

significant business benefits from taking action for their prevention 

and control at the workplace.’ (p. 1) 

 

A large percentage (up to 80 per cent) of premature deaths from these diseases could 

be prevented through lifestyle change, namely improving diet (which includes 

managing alcohol intake), reducing smoking, and increasing physical activity (C3, 

2011; Riley et al., 2017; WHO, 2014). Soldano (2016) explains that this list of lifestyle 

factors should also include stress, particularly when considering the impact of these 

diseases on workforces. These four lifestyle factors are also known as modifiable risk 

factors for NCDs and are recognised to be issues which can be addressed through 

workplace health promotions (WHO, 2014). Goetzel et al. (2014) concentrate attention 

on employee-focused interventions,20 the paper provides a list of potential objectives 

for these types of programmes, two items of which relate specifically to NCDs and 

lifestyle factors are: 

“Employees should lose weight, stop smoking, exercise more often, 

eat a healthy diet, better manage their stress levels, and generally 

adopt healthy habits.” 

“The company should experience a lower incidence of certain 

diseases linked to behaviors like diabetes, heart disease, cancer, 

chronic obstructive pulmonary disease (COPD), musculoskeletal 

disorders, and stroke.” (p. 928) 

 

Interestingly, the second of these also includes musculoskeletal disorders; C3 (2011) 

also acknowledges that tackling these lifestyle factors can have beneficial effects upon 

musculoskeletal disorders, as well as mental health problems, and this in turn can 

positively impact productivity and help reduce absenteeism in organisations. Whilst 

                                                           
20 See section 2.6 for detailed discussion of individual focused approach and section 2.8 for an 

overview of the objectives of employee wellbeing promotion in general. 
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Goetzel et al. (2014) mainly consider the impact of individually focused initiatives to 

change lifestyle behaviours, the quotes above are equally relevant when considering 

the second pathway through which stress can impact health and, by extension, how 

organisations which effectively manage psychosocial hazards can potentially 

positively impact the health of their employees.  

CIPD (2018) provides a list of the reasons for long-term absence in the UK. As 

discussed previously, the top four reasons are as follows: acute medical conditions (for 

example, stroke, heart attack and cancer), mental ill health, stress and musculoskeletal 

injuries (CIPD, 2018, p. 30). From the discussion above, it can understood that by 

addressing the four modifiable risk factors for NCDs it is possible that this could have 

a positive impact upon all four of the top reasons for long-term absence in the UK. 

Therefore, managing the psychosocial work environment can help to manage stress 

within the workplace which is not only beneficial in that this represents a reduction in 

one of the main modifiable risk factors for NCDs but also this could potentially reduce 

the risk posed by the other three main modifiable risk factors: diet, exercise, and 

smoking habits.  

 

2.5.4 ‘Good’ Psychosocial Work Environments 

 

In 2006, a landmark report into the impact of work on the health and wellbeing of 

individuals was published: Waddell and Burton (2006). This independent report was 

commissioned by the Department for Work and Pensions (DWP) and its main findings 

provide the basis for much of the subsequent research and action taken by government 

in this area. The central finding of the report was that: 

“…work is generally good for health and well-being, not only for 

healthy people, but also for many disabled people, for many people 

with common health problems, and for many social security 

beneficiaries.” (p. 34) 

This provides an alternative perspective to the one mainly employed in this section in 

that it focuses on the beneficial impact of work as opposed to the risks involved. 

However, the report goes on to state: 
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“…work is generally good for your health and well-being, provided 

you have ‘a good job’…bad jobs might be either less beneficial or 

even harmful.” (Ibid., p. 34) 

 

Interestingly, what is deemed a ‘good’ or ‘bad’ job is not considered in detail by the 

report. However, the following list of important factors which may distinguish jobs 

and workplaces as ‘good’ is suggested as follows: 

• safety  

• fair pay  

• social gradients in health  

• job security  

• personal fulfilment and development; investing in human capital  

• accommodating, supportive & non-discriminatory  

• control/autonomy  

• job satisfaction  

• good communications  (Ibid., p. 34) 

 

As can be seen in the list above, many of the elements which are considered important 

for good work are psychosocial factors. A number of researchers have attempted to 

identify the core components of a ‘good’ psychosocial work environment. For 

example, Kristensen et al. (2004) explain them as follows:  

 

“…a high level of basic predictability, good social support, 

meaningful work, a high level of influence at work, a balance 

between efforts and rewards, and demands that fit well the resources 

of the person.” (p. 555 as quoted in Quist et al., 2013, p. 7) 

 

The ideas presented in the quote above are consistent with the key theoretical ideas in 

this area which will be explored later. They are also connected to the HSE 

Management Standards21 which are as follows22: 

                                                           
21 Further details can be found at: http://www.hse.gov.uk/stress/standards/ 

 
22 In the original 2001 version of the standards, the list also included ‘culture’ however, it was decided 

that this did not need to be a standalone standard because it is presumed to underpin each of the other 

six standards (Cousins et al., 2004). 

http://www.hse.gov.uk/stress/standards/
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• Demands (including such issues as workload, work patterns and the 

working environment)  

• Control (how much say the person has in the way they do their work) 

• Support (which includes the encouragement, sponsorship and 

resources provided by the organisation, line management and 

colleagues) 

• Relationships at work (which includes promoting positive working 

practices to avoid conflict and dealing with unacceptable behaviour) 

• Role (whether people understand their role within the organisation 

and whether the organisation ensures that the person does not have 

conflicting roles)  

• Change (how organizational change (large or small) is managed and 

communicated in the organization) 

 

2.5.5 Psychosocial Factors and Theory 

 

Two important psychosocial factors, which have been mentioned at various points in 

the above discussion, are ‘demands’ and ‘control’. These make up the basis of one of 

the most well-known theories in this area, the demand-control model (DCM) (Karasek, 

1979; Karasek and Theorell, 1990). This theory postulates that if job demands are high 

and job control is low, the job in question can be characterised as ‘high-strain’ and that 

this can increase the likelihood of illness and injury associated with work. The other 

side of this is that the reverse would also be true, therefore jobs with low demands and 

high control would be better for workers’ health. However, the DCM also puts forward 

the idea that jobs with a combination of high demands and high control will enable 

individual employees to access all available skills and resources available and that the 

result will be high levels of personal growth and learning as well as task enjoyment. 

These types of jobs have been called ‘active-learning jobs’. The original theory has 

also been expanded to include social support, the hypothesis being that the adverse 

health impact of a high-strain job will be heightened by low social support within the 

workplace (Karasek and Theorell, 1990), also one of the psychosocial factors listed 

above in the management standards.  
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The second prevailing theory in the job-stress literature is that of the effort-reward 

imbalance model (ERI) (Siegrist, 1996). As its title suggests, this model proposes that 

stress and the associated health problems arise as a result of a lack of balance between 

the amount of effort an employee puts in and the reward he or she receives in return. 

Rewards can take various forms, including financial, e.g. salary, and recognition, e.g. 

promotion. It is interesting to note here that although the theories in this area are 

generally termed ‘models of work stress’ they do in fact look more specifically at the 

impact and interplay between psychosocial work factors (Chandola, 2010, p. 27). In 

their review, Leka and Jain (2010) state that;  

“…there is consistent evidence that high job demands, low control, 

and effort-reward imbalances are risk factors for mental and physical 

health problems.”  (p. 3) 

 

Bakker and Demerouti (2014, p. 4) argue that the empirical evidence for the demand-

control model has been mixed although they do agree with Leka and Jain (2010) with 

regards to the findings on the health impact of effort-reward imbalances. 

A third theory, which takes a broader view of the area, is Job Demands Resources (JD-

R) theory23 (Bakker and Demerouti, 2014).  This theory is an extension of the model 

by the same name (Bakker and Demerouti, 2007; Demerouti et al., 2001). The creators 

of JD-R theory criticise other work-stress (psychosocial stressor) models and theories 

for being one-sided, they level the same criticism at job design theories, namely; two-

factor theory (Herzberg, 1966; Herzberg et al., 1959) and the job characteristics model 

(Hackman and Oldham, 1980, 1976). Two-factor theory proposes that there are two 

separate types of factors in workplaces which influence employee motivation and 

satisfaction. The first type is called hygiene factors, and these are factors which need 

to be present in order to maintain employee satisfaction, i.e. their presence isn’t a 

motivating factor, but their absence causes dissatisfaction. The second type is what are 

referred to as motivator factors, these are factors whose presence acts as motivation 

and promotes good feelings on the part of the employees about their jobs. The job 

characteristics model (Hackman and Oldham, 1980, 1976) on the other hand, proposes 

                                                           
23 This theory will be discussed in more detail in the theoretical analysis chapter (5.1). 
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that various core job characteristics are instrumental in achieving positive outcomes 

such as organisational commitment, and much attention has been focused on the 

impact of autonomy (Fried and Ferris, 1987; Parker and Wall, 1998). 

JD-R theory borrows ideas from these various theories and also bridges the gap 

between the two separate sets of ideas within the literature (i.e. job-stress literature and 

job design literature), it also overcomes a further problem which its creators identify 

with the existing theories; their static nature. Bakker and Demerouti (2014) highlight 

the fact that jobs and workplaces are changing rapidly, as are the psychosocial risk 

factors present. This was identified previously when explaining that it is not possible 

to provide a complete list of psychosocial hazards (Kompier, 2006; EU-OSH, 2007; 

Cox et al, 2000; Sparks et al, 2001). They particularly note the shift from 

manufacturing jobs to service and knowledge-based work stating the following: 

“…it is an illusion to think that identifying a few work characteristics 

in a model on job stress or motivation would be sufficient to describe 

the complexity of contemporary jobs. Theories that allow more 

flexibility in terms of work-related factors that are potentially 

relevant offer a more realistic representation of the work in reality.” 

(Bakker and Demerouti, 2014, p. 7) 

 

It is claimed that JD-R theory has the flexibility to be applied to any job or workplace. 

The theory is based upon the premise that every aspect of a job (or more broadly, a 

work environment) can be considered to be either a job demand or a job resource. Job 

demands are defined as: 

“…those physical, psychological, social, or organisational aspects of 

the job that require sustained physical and/or psychological effort 

and are therefore associated with certain physiological and/or 

psychological costs.” (Bakker and Demerouti, 2014, p. 9 drawing 

on; Demerouti et al., 2001) 

While job resources are defined as: 

“...those physical, psychological, social, or organisational aspects of 

the job that are: (a) functional in achieving work goals; (b) reduce 

job demands and the associated physiological and psychological 

costs; or (c) stimulate personal growth, learning and development.” 

(Bakker and Demerouti, 2014, p. 9; drawing on Bakker and 

Demerouti, 2007)  
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The theory proposes that if individuals face job demands in excess of the job resources 

available to them that this will lead to negative outcomes in terms of health. On the 

other hand, the presence of job resources not only helps to reduce the negative impact 

of job demands (Bakker et al., 2005; Xanthopoulou et al., 2007a) but can also predict 

positive outcomes such as motivation and engagement (Bakker et al., 2010; 

Xanthopoulou et al., 2007a). Also, somewhat in line with ‘active-learning’ jobs 

proposed by the demand-control model (Karasek and Theorell, 1990), support has 

been found for the idea that when job demands are particularly high, the positive 

impact of job resources becomes even stronger in terms of engagement and motivation 

(Bakker and Demerouti, 2017). This theory is of particular interest because it 

encapsulates both sides of the equation; the negative and the positive potential 

outcomes associated with the management and promotion of employee wellbeing. It 

has been employed to predict positive outcomes such as engagement (Bakker et al., 

2007; Hakanen et al., 2006); commitment to organisation (Bakker et al., 2010); and 

performance (Bakker et al., 2008, 2004). As well as to predict negative outcomes 

including, burnout (Bakker et al., 2008, 2005; Demerouti et al., 2001) and sickness 

absence (Bakker et al., 2003; Clausen et al., 2012; Schaufeli et al., 2009). Bakker and 

Demerouti (2014) explain its value as follows: 

“With JD-R theory, we can understand, explain, and make 

predictions about employee wellbeing (e.g. burnout, health, 

motivation, work engagement) and job performance.” (p. 8) 

 

2.5.6 Concluding Thoughts 

 

This section has considered the research which has been conducted into organisation 

focused approaches to the management and promotion of employee wellbeing, 

however, this is only one side of the story. In the next section, attention will shift to 

the individual focused approach to employee wellbeing and the research which has 

been conducted in the area.  
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2.6 Individual Focused Approach  
 

The previous part of this chapter focused on the organisational focused approach and 

the psychosocial factors that impact employee wellbeing; this part considers the 

actions organisations may choose to take which are more specifically focused upon the 

promotion of employee wellbeing from an individual perspective. The CIPD divides 

employee wellbeing initiatives into three categories; employee support, health 

promotion, and insurance and protection initiatives (CIPD, 2016)24. Companies may 

choose to implement one or more of these initiatives in an unconnected fashion, or 

alternatively, they may choose to develop a wellbeing strategy where various 

initiatives are implemented in conjunction with one another. In line with the findings 

of this research, this section of the literature review is structured around the first two 

categories identified by the CIPD; employee support and health promotion (CIPD, 

2016, pp. 38–39).  

 

2.6.1. Category 1: Employee Support 

 

This category includes the following initiatives: 

• Access to counselling services 

• Employee assistance programmes 

• Financial education/access to advice 

• Emotional intelligence training 

(CIPD, 2016, pp. 38-39, Table 19) 

 

In what follows, research into these different initiatives will be explored.  

 

                                                           
24 A similar breakdown is provided as an appendix in CIPD, 2018, however the breakdown from 

CIPD, 2016 is used in this chapter as it is more in line with this study.   
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2.6.1.1. Access to Counselling Services and Employee Assistance Programmes 

(EAPs) 

  

In their recent review of research into employee assistance programmes (EAPs), 

Joseph et al. (2017) note that 

 “…counselling continues to be the most common service 

investigated and at times, the sole focus of the study in question.” (p. 

12) 

 

As this suggests, access to counselling services is considered to be one of the primary 

components of employee assistance programmes, it was therefore decided that these 

two benefits would be considered together in this section. The UK Employee 

Assistance Professionals Association (UK EAPA), part of EAPA International25, 

defines and explains EAPs as follows: 

“An EAP is a strategic and cost-effective workplace programme that 

is designed to assist productivity and attendance issues within the 

workplace and support employees to identify and resolve personal 

concerns that may affect job performance. These issues might 

include health, marital, family, financial, alcohol, drug, legal, 

emotional, stress, or other personal issues. EAPs act as a gateway to 

a wide range of services and support functions.” 

 

These programmes can be delivered by an inhouse team, by an external service 

provider, or through a combination of both approaches. Unlike some other wellbeing 

related initiatives, EAPs are usually made available to all employees in a company as 

opposed to specific groups being eligible based on grade or status (Buon and Taylor, 

2007; CIPD, 2016; Kinder and Hughes, 2012). 

The research which has been conducted into EAPs has mainly focused on their 

effectiveness in reducing absenteeism, however, the mixed results reported bring into 

question the suitability of absence rates as an effective way of assessing the impact of 

EAP’s (Joseph et al., 2017, p. 12). Some studies found that EAP use led to reductions 

in absenteeism (Anema and Sligar, 2010; Li et al., 2015; Richmond et al., 2014), 

                                                           
25 For further details see: http://www.eapa.org.uk/about-us/ (accessed 20/10/17) 

http://www.eapa.org.uk/about-us/
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however, no impact has also been reported (Lam et al., 2011; Osilla et al., 2010) as 

well as one study finding an increase in absenteeism (Spetch et al., 2011). 

In recent years, decreases in presenteeism (defined in this stream of literature as 

reduction in productivity due to health problems) following EAP use have also been 

reported. It has been suggested that presenteeism may be a more telling measure of 

EAP impact than its traditionally measured counterpart, absenteeism. When 

considering past studies together, Joseph et al. (2017) state;  

‘…utilizing EAPs enhanced individual and organizational outcomes, 

in particular reduction in presenteeism rates and improvements in 

levels of functioning at work and at home were evident post-EAP.’ 

(p. 12) 

 

One of the long- enduring concerns in this area is the lack of good quality research. 

Arthur (2000) noted that: 

“…the growth in EAPs in North America and the UK is not matched 

by firm and substantial research to provide evidence of 

effectiveness.” (p. 552) 

 

Close to two decades later, Joseph et al. (2017) find that this remains the case. 

However, despite concerns over the quality and quantity of research conducted in this 

area, the research which is available suggests that EAP utilisation has a positive impact 

upon employee wellbeing (Csiernik, 2011; Joseph et al., 2017; McLeod, 2010). 

 

 

2.6.1.2 Financial Education/Access to Advice 

 

In a recent survey of UK employers, Nudge (2016) found that 31.5 per cent of 

organisations currently offer their employees financial education with a further 54.3 

per cent claiming to be considering starting. This is a continuation of a trend which 

has seen the number of organisations offering their staff financial education increase 

by 73 per cent in the three years between 2013 and 2016 (Nudge, 2016).   
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Barclays (2014) defines financial wellbeing as: 

‘Being and feeling financially healthy and secure, today and for the 

future.’ (p. 2) 

 

This report calls financial wellbeing ‘the last taboo in the workplace’, however, the 

statistics reported above suggest that this is starting to change. Research into this area 

is limited, however, from the studies which have been conducted there is support for 

the idea that financial wellbeing, or rather lack of it, can have implications for the 

employee and their employer in question. Barclays (2014) found that 1 in every 5 

employees questioned admitted that financial worries negatively affected their work 

and productivity levels. Along similar lines Rickard (2017) reported that close to 55 

per cent of working people believed that financial concerns had a negative impact on 

their performance at work with individuals who reported higher levels of financial 

wellbeing being more likely to claim their productivity has gone up during the last 

year. Financial stress has also been linked to absenteeism, Jinhee and Thomas (2003) 

found that higher levels of financial stress were associated with higher levels of 

absenteeism. Furthermore, financial education programmes in workplaces have been 

shown to increase levels of financial literacy in participants which has a positive 

knock-on effect on the confidence with which they view their future financial 

prospects and this has in turn has been linked with employees feeling more satisfied 

with and committed to their organisations (Hira and Loibl, 2005). 

What appears to be coming through the scarce research which is available, both 

practitioner orientated and academic, is that poor financial wellbeing is a problem 

which is negatively impacting a considerable number of individuals and organisations. 

What is currently less clear is the extent of the problem, the ways in which it manifests, 

and the effectiveness of the proposed solutions.  

 

 

 



46 

 

 

2.6.1.3 Emotional Intelligence Training 

 

Emotional Intelligence can be defined as follows: 

“…the ability to perceive emotions, to access and generate emotions 

so as to assist thought, to understand emotions and emotional 

knowledge, and to reflectively regulate emotions so as to promote 

emotional and intellectual growth.” (Mayer and Salovey, 1997, p. 5) 

 

Research suggests that emotional intelligence can be positively linked with job 

performance (Joseph and Newman, 2010). It has also been found to be linked with 

organisational commitment as well as job satisfaction and healthy interpersonal 

relationships (Mayer et al., 2008). Lopes (2016) considers whether emotional 

intelligence is something which can be learnt and whether it could be beneficial for 

organisations to train employees in it. The particular importance of emotional 

intelligence in leadership positions is highlighted (Ashkanasy and Humphrey, 2011) 

however, overall it is acknowledged that there is a lack of evidence regarding the 

impact of emotional intelligence training in organisational settings. In line with other 

aspects of employee wellbeing, Lopes (2016) draws on Côté (2014) and explains that 

the potential benefits depend upon the organisational context and in addition are likely 

to be indirect in nature. 

As with the two previous sections, there is a dearth of research in this area. Although 

emotional intelligence is widely researched in other domains, far less is understood 

about its role in organisations and even less about the impact of workplace training 

initiatives aimed at improving it. 

 

2.6.2 Category 2: Health Promotion  

 

Health promotion is the second category of wellbeing initiatives identified by CIPD 

(2016). Although there are various different focuses of these types of interventions, 

many concentrate on the idea of influencing employee behaviours and encouraging 

them to adopt healthier lifestyles. The list below shows the various different initiatives 

that organisations surveyed by CIPD (2016) claim to have in place. It is beyond the 
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scope of this review to consider all of the available research in detail, however the 

results of some of the key systematic literature reviews and meta-analyses in this area 

will be explored.  

Health Promotion: 

• Advice on healthy eating 

• Subsidised gym membership 

• Healthy canteen options 

• Free fresh fruit 

• Walking/pedometer initiatives 

• In-house gym 

• Personalised healthy living programmes 

• Exercise classes 

• On-site massages 

• Relaxation classes 

• Health screening 

• Stop smoking support 

• Access to physiotherapy 

• Well-being days 

• Mindfulness 

(CIPD, 2016, pp. 38-39 Table 19) 

 

2.6.2.1 Dietary Interventions  

 

Geaney et al. (2013) conducted a systematic literature review into workplace dietary 

modification interventions, six studies met the inclusion criteria and from these they 

concluded that interventions can increase fruit and vegetable consumption in 

participants. Mhurchu et al. (2010) also considered research into dietary modification 

interventions in their systematic review. They reported similar results to Geaney et al. 

(2013) in that moderate increases in fruit and vegetable consumption were noted along 

with reductions in fat intake. They however, also noted concerns over the 

methodological quality of the studies included.  
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2.6.2.2 Weight Loss Interventions 

 

In their 2009 systematic review, Anderson et al. considered articles focusing on 

nutrition and physical activity interventions and their impact on overweight and obese 

employees. This review found that worksite nutrition and physical activity 

programmes achieve “modest improvements in employee weight status at the 6–12-

month follow-up” (p. 340). Benedict and Arterburn (2008) conducted a systematic 

literature review of research considering weight loss programmes based in workplaces. 

From the 11 studies which met their criteria they found improvements in body weight 

in the short term, with long- term measures lacking. They also however noted that the 

methodological quality of the research under consideration was poor. Verweij et al. 

(2011) conducted a meta-analysis of studies published between 1980 and 2009 which 

considered interventions aimed at reduction of participants’ weight. From the 22 

studies included in their analysis they found evidence of statistically significant weight 

loss as well as body mass index (BMI), however they moderate their results by noting 

that the evidence is of low quality. 

 

2.6.2.3 Interventions Targeted at Older Workers 

 

Poscia et al. (2016) conducted a systematic review of the literature on interventions 

specifically targeted at older workers. They found a lack of both studies addressing 

this issue as well as a lack of quality in the research which exists. From the research 

they did consider there was a failure to show improvements through the interventions 

examined.  

 

 

2.6.2.4 Impact of Physical Activity on Workplace Factors 

 

In the research detailed above, the focus is upon the primary indicators such as weight 

or BMI, also important however are the secondary indicators which it is hoped are 

positively impacted through improvements in the primary indicators, such as 
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absenteeism and productivity. In their 2009 meta-analysis, Conns et al. found support 

for the idea that physical-activity interventions in the workplace can have a positive 

impact on various factors including; work attendance and job stress, body 

measurements, overall fitness and physical activity behaviours. Walker et al. (2017) 

considered the impact of physical activity on presenteeism, defined in this paper as 

‘health-related work limitations’. They found that increases in physical activity were 

associated with subsequent decreases in health-related work limitations and therefore 

support the idea of physical promotion within workplaces to help prevent and reduce 

presenteeism. Hartfiel et al. (2011) considered the impact of a yoga intervention and 

found the following:  

“In comparison to the wait-list control group at baseline and the end 

of the program, the yoga group reported marked improvements in 

feelings of clear-mindedness, composure, elation, energy, and 

confidence. In addition, the yoga group reported increased life 

purpose and satisfaction, and feelings of greater self-confidence 

during stressful situations.” (p. 70) 

 

2.6.2.5 Stop Smoking Support 

 

In 2014, an extensive review of workplace interventions for smoking cessation was 

published (Cahill and Lancaster, 2014). This review included 57 studies and, in 

interesting contrast to the other areas of research covered in this section of the chapter, 

they concluded that the research was of ‘moderate to high quality’ with results in this 

setting being similar to those in other, non-workplace, settings. This review is an 

update to a review conducted in 2008 (Cahill et al., 2008). In the 2014 review it is 

noted that the more recent research is of higher quality, which suggests that research 

in this area is moving in a positive direction.  

When considering the impact on an organisation of having employees who are 

smokers, Suwa (2017) reports some interesting findings. The objective of this study 

was to ‘show the benefits of smoking cessation for workplace productivity and 

decreased costs associated with loss of work impairment.’. Using data from the Japan 

National Health and Wellness Survey, the researchers considered responses from 

23,738 individuals who were divided into three groups depending upon their smoking 
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status; current smokers, former smokers, or never smokers. The study found that the 

current smokers had the highest levels of work impairment which included 

presenteeism and absenteeism. This group also showed the greatest indirect costs. Of 

particular interest however, is the finding that in both instances no significant 

differences were found between the ‘never smokers’ group and the ‘former smokers’ 

group. This provides support for the value, to an organisation, of reducing the number 

of smokers in their workplace. Similar results were also reported by Baker et al. (2017) 

in which data from the United States, the European Union and China were taken into 

consideration.  

  

 2.6.2.6 Mindfulness  

 

In line with emotional intelligence training discussed in the previous section, 

mindfulness interventions work on an individual level and provide participants with a 

different approach to managing their thoughts and feelings. Drawing on the work of 

Brown et al. (2007), Jamieson and Tuckey (2017) explain the core idea behind 

introducing mindfulness to the workplace: 

“When working mindfully, employees should be focused on the 

present moment, able to notice both external events and internal 

reactions to those events without becoming caught up in the 

associated thoughts and feelings. Workers should be able to regulate 

their affective and physiological experience, and be less likely to 

make errors arising from automatic cognitive processing, akin to 

being an observer of experience while also immersed in the 

experience.” (p. 182) 

 

Good et al. (2016) explored the routes through which the practice of mindfulness may 

benefit organisations. In this article, primary and secondary mechanisms are identified. 

The primary mechanisms are grounded in the idea that mindfulness increases attention. 

This is said to have the potential to positively impact secondary mechanisms which 

include; cognition, emotion, behaviour, and physiology. Finally, these secondary 

mechanisms are said to promote better outcomes in the workplace in relation to 

performance, employee wellbeing and work relationships.  
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There exists a vast literature on the impact and effect of mindfulness as a practice from 

a clinical perspective (Eby et al., 2017), however, interest from organisational 

researchers is relatively new. Exploration into mindfulness in the workplace is growing 

(Eby et al., 2017; Glomb et al., 2011; Good et al., 2016; Jamieson and Tuckey, 2017; 

Klatt et al., 2009; Pipe et al., 2009; Stanley et al., 2011; Wolever et al., 2012), however 

the evidence is yet to provide reliable answers regarding impact, efficacy and best 

practice in the field.  

 

2.6.2.7 Concluding Thoughts 

 

This section has considered the individually focused approach to employee wellbeing, 

one of the ideas running through this section has been the lack of reliable research in 

these areas, the one exception being the research on smoking cessation. 

 

2.7 A Comprehensive Approach to The Management of Employee Wellbeing 
 

The previous two sections explored organisational and individual approaches to 

employee wellbeing management in detail. In this section, attention will now be paid 

to the way in which the dominant approach employed has changed over time and the 

approach currently considered the most promising; the comprehensive approach which 

involves a balance of both individually and organisationally focused action26.  

 

2.7.1 Individual versus Organisational Approaches 

 

As explained previously, the individual approach focuses upon the individual in the 

equation and is discussed using a variety of different terms in the literature including; 

the worker-directed approach, the individual approach, and the band-aid or inoculation 

                                                           
26 There are several different ways in which the approaches to employee wellbeing have been 

categorised in the literature over time. However, for the purposes of this study, although these 

alternatives will be highlighted, for the sake of clarity the approaches are simply classified as 

individual, organisational, and comprehensive.  
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approach (Cooper and Cartwright, 1994). The following quote provides an overall 

explanation of what this approach entails: 

‘Worker-directed WHP strategies typically focus on the health-

related attitudes and behaviours of individual employees and aim to 

provide them with information and guidance on how to adapt to, or 

manage, the pressures and demands faced in everyday work life.’ 

(Noblet and Lamontagne, 2006, p. 347) 

 

Whilst the value of individually focused action is recognised in the literature, a 

considerable amount of criticism is also levelled at the use of this approach in isolation 

(Noblet and Lamontagne, 2006).  Considering only the individual whilst ignoring the 

role and impact of the organisation itself has been described as ‘damage limitation’ 

(Cooper and Cartwright, 1994, p. 460).  

In one of the many categorisations of the approaches available to organisations, it is 

suggested that interventions focusing on the role of the organisation be considered 

primary level interventions, interventions focusing on individual behaviour change 

such as diet/exercise or resilience training be considered secondary level interventions 

and finally, intervention focusing on EAPs and related services be considered tertiary 

level interventions in that they are attempting to resolve issues which have already 

manifested. Therefore, by only addressing the secondary and tertiary levels, which are 

both individually focused, there is a failure to address the potential source of the 

problems i.e. the organisation itself or the primary level (Cooper and Cartwright, 1994, 

p. 463). 

Noblet and Lamontagne (2006, p. 348) outline three key concerns associated with 

focusing solely upon individual employees which are acknowledged in the literature. 

The first of these is that this approach can be considered one of ‘victim blaming’ in 

that this approach suggests that the problems employees face are the result of their 

inability to cope as opposed to there being inherent problems in the organisation in 

which they work27 (Cousins et al., 2004; EASHW, 2002; WHO, 1986). The second 

concern is that organisations which fail to address the work environment and 

                                                           
27 Such as the psychosocial factors explored in section 2.5.1. 
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psychosocial hazards are in breach of the legislation and accepted best practice in 

health promotion at a national, European, and global level (see for example: Cousins 

et al., 2004; ENWHP, 2005; WHO, 1986). Finally, the third concern is that these 

approaches in isolation are actually not very effective in achieving their objectives 

such as improvements in health and productivity (Noblet and Lamontagne, 2006).  

The organisational approach on the other hand focuses on the role the organisation and 

its psychosocial environment plays in the equation and the impact this has upon 

employee wellbeing and organisational outcomes. This approach is also referred to 

using different terms including; primary intervention and the front-end approach 

(Cooper and Cartwright, 1994). Noblet and Lamontagne (2006) explain that what is 

now often considered an organisational focused approach can be divided into two 

components. One of these is the individual-organisational interface which is concerned 

with the psychosocial work environment and: 

“…targets issues such as role ambiguity, relationships at work, 

person– environment fit and employee involvement in decision-

making.” (Noblet and Lamontagne, 2006, p. 350)  

 

The other is termed organisational. This approach:  

“…addresses areas in the physical, organizational and social 

environments that may produce stress. Interventions that target the 

organization include job redesign strategies, selection and placement 

and organizational development programmes.” (Noblet and 

Lamontagne, 2006, p. 350) 

 

Although in some instances it may be helpful to consider these two levels individually, 

in this study, given their interconnected nature, they are considered under the general 

heading of organisational focused approaches.   

In their 1994 contribution to this area, Cooper and Cartwright presented the idea of the 

‘healthy organisation’ which they explained as follows: 

“A healthy organization can be defined as an organization 

characterized by both financial success (i.e. profitability) and a 

physically and psychologically healthy workforce, which is able to 

maintain over time a healthy and satisfying work environment and 
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organizational culture, particularly through periods of market 

turbulence and change.”(Cooper and Cartwright, 1994, p. 46) 

 

They go on to explain that if an organisation truly meets this definition then the need 

for individual (secondary or tertiary interventions) should not exist because:  

“Such an organization will have effectively targeted its resources at 

reducing or eliminating stressors before their long term 

consequences on employee and organizational health impact upon 

the balance sheet.” (Ibid., p. 46) 

 

Although a focus on organisational interventions is widely welcomed, the idea of this 

being the sole focus is highly disputed in the literature (Bond, 2004; Bond and Hayes, 

2002; Noblet and Lamontagne, 2006). There are a number of reasons for this which 

centre around the subjective nature of wellbeing and of stress. Two individuals could 

face equally low stress environments yet have different stress responses and in some 

instances the secondary and tertiary approaches would still be necessary. Bond and 

Hayes (2002) explain that it is unlikely that an organisation will be able to eradicate 

all potential stressors because many will be external stressors over which the 

organisation does not have control, they provide the example of client determined 

deadlines. In addition, the stress response28 experienced by individuals is in part 

determined by their psychological coping strategies. Addressing the organisational 

stressors in isolation without also addressing the individual level strategies29 therefore 

only resolves one aspect of the problem (Bond, 2004, p. 147). 

 

2.7.2 Development Over Time 

 

Before the advent of either the individual or the organisational focused approaches to 

WHP, emphasis was placed on risk prevention: Chu et al. (1997) refer to this as the 

first generation of WHP, and this narrow approach is somewhat synonymous with 

                                                           
28 See section 2.5.2 

 
29 For example, see section 2.6.2.6 
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organisational health and safety. With technological advances came the second 

generation of WHP which included the use of onsite health screening and gyms for 

senior members of staff. In the second generation there was an emphasis upon grade, 

with only high-ranking employees being entitled to these benefits.  The shift into the 

third generation was characterised by the introduction of wellness programmes, in 

general, these were available to many more employees than the offerings of the second 

generation. The focus was still, however, upon the employees and their behaviour. The 

fourth generation is termed the comprehensive approach which Rojatz et al. (2016) 

explain follows: 

“Workplace health promotion thus becomes holistic and integrative 

in nature, addressing both individual risk factors and the broader 

organisational and environmental issues, and requiring ongoing and 

long-term managerial commitment. Moreover, instead of the 

workplace being used as a convenient location for health 

professionals to conduct programs aiming at changing individuals, 

workplace health promotion involves workers and management 

participating in programs to change the workplace environment to a 

health-promoting setting.” (p. 381) 

 

 

2.7.3 Value of a Comprehensive Approach 

  

The benefit of taking a comprehensive approach which includes both organisational 

and individual level interventions is summed up well by Bond (2004) in the following:  

“... preventative benefits of the former can have a widespread impact 

across an organization, whilst the curative strengths of the latter can 

target those (fewer) people who have already succumbed to 

occupational ill-health.”30  (Ibid., p. 147) 

 

In addition, there are examples in the quantitative research into the promotion of 

employee wellbeing that concentrate on individually focused interventions, but which 

find support for the idea that their success is mediated by the overall organisation and 

work environment and that making changes at an organisational level can improve 

                                                           
30 ‘Former’ referring to organisational (primary), ‘latter’ referring to individual (secondary/tertiary)  
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intervention outcomes (see for example: Albertsen et al., 2006; Anderson et al., 2009; 

Kouvonen et al., 2005). 

The overall message coming through the literature therefore is that both individual and 

organisational approaches are valuable but that their value increases further when they 

are implemented in conjunction with one another by taking a comprehensive approach. 

 

2.8 The Objectives of Managing Employee Wellbeing  
 

This section of the literature review will draw on two contributions to this area in 

particular in order to give an overview of the various reasons organisations may choose 

to manage and/or promote the wellbeing of their employees: Bevan, 2010 and Goetzel 

et al., 2014. Many of the issues which are discussed in this section are covered in more 

detail at various points throughout this chapter, therefore the purpose of this section is 

not to delve into every point in detail but rather, as noted above, to provide an overview 

of the key factors driving action in the area.  

Goetzel et al. (2014) provide the following list of the varying motivations for taking 

action in the area of employee wellbeing from an organisation’s perspective: 

1. “Make workers aware of their health and how being in good 

health improves quality of life.” 

2. “Workers should take ‘ownership’ of their behaviors and be 

accountable for health and cost outcomes.” 

3. “High participation and active involvement in these programs. 

People should take advantage of the many programs offered.” 

4. “Employees should lose weight, stop smoking, exercise more 

often, eat a healthy diet, better manage their stress levels, and 

generally adopt healthy habits.” 

5. “Medical claims costs should go down. The company should 

experience a lower incidence of certain diseases linked to 

behaviors like diabetes, heart disease, cancer, chronic obstructive 

pulmonary disease (COPD), musculoskeletal disorders, and 

stroke.” 

6. “Workers will be absent less often, disability costs will be 

controlled, accidents will be avoided, and injury rates should 

drop sharply.” 

7. “These programs will attract the best talent—and turnover rates 

will be reduced because we are the employer of choice in the 

community.” 
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8. “Workers will perform at higher levels—they will be happier, 

have more energy, produce better results for our company.” 

9. “Establish a culture of health and well-being, where every 

worker feels valued and important to the enterprise—this will 

inspire greater loyalty and a high level of engagement.” 

10. “The program will produce a positive return-on-investment 

(ROI) for the company—for every dollar spent, two or three will 

be saved.”     (Ibid., p. 928) 

 

As can be seen from the above, the aims are ambitious and wide reaching and they tap 

into many of the areas discussed in this chapter. 

Bevan (2010) provides a more concise list of reasons which cover similar points: 

• Reduce absence from work 

• Reduce accidents at work 

• Improve retention 

• Higher employee commitment  

• Higher labour productivity  

• Enhanced employer brand 

• Greater employee resilience  

 (Ibid., pp. 9–17) 

The list in Bevan (2010) is termed the ‘business case for employee health and 

wellbeing’ and each of the items on it can be understood as intermediate points in 

reaching what is often considered the ultimate objective: that managing employee 

wellbeing should be financially beneficial to the organisations in question. In Goetzel 

et al. (2014) the same idea is presented in the final point in their list of objectives; the 

achievement of a positive return on investment.  

When the various motivations above are brought together, we have the idea that the 

objective of this area is to improve employee wellbeing and in doing so the employees 

in question will be healthier both physically and psychologically. As a result, they will 

be more productive while at work, will take less time off and will be more committed 

to their organisation and less likely to leave it. At the same time, potential employees 

will be attracted to work at the organisation because of all of the above which will 

increase the organisation’s ability to attract and retain key personnel necessary to drive 

their business forward. All of this will result in financial benefits for the organisation 

in question. Although the business case may sound relatively straightforward, the 
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reality of course is much more complex, as has been explored in detail throughout this 

chapter. It is noted in the literature that whilst companies may understand it overall, 

translating this understanding into something which is tangible, specific and relevant 

to individual organisations is much more challenging and it is this that ultimately leads 

to the interest and investment necessary to bring about change (Bajorek et al., 2014; 

CIPD, 2016; Lee, 2010; Linnan et al., 2008; Robertson and Cooper, 2010; Wierenga 

et al., 2013),   

 

2.9 Quality of the Research  
 

There exists a reasonably large and varied body of literature which considers the 

impact and effectiveness of employee wellbeing initiatives31. In what follows, the 

reliability of the academic research in this area will be questioned. The work 

foundation prepared a report for Investors in People, Bevan (2010), which considers 

the research in this area. This report raises ten points of concern with regards to the 

quality and reliability of the studies available.  These ten points will now be explored 

and extended in line with the findings of this literature review. 

 

2.9.1 Questionable Research Design  

 

In line with comments made throughout this chapter, Bevan (2010) brings into 

question the quality of studies, in particular the failure of many to include control 

groups. In section 2.6 of this chapter, the majority of research included was in the form 

of systematic reviews and meta-analyses. In most of these publications one of the key 

inclusion criteria was that of having a control group, in many of the reviews it was 

noted that this proviso greatly limited the number of studies included and that often 

the overall quality of the research was lower than would be desired. The one exception 

to this was the research on smoking cessation in which it was noted that the quality of 

research was reasonable and also improving. The improvement of research in this area 

in general is something which Bevan (2010) also observes. The other problems which 

                                                           
31 See sections 2.5 and 2.6 for examples 
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Bevan (2010) reports are; imprecise success criteria and using too short timeframes. 

The report explains the following problem which arises as a result: 

‘These limitations can mean that the conclusions authors reach – and 

the claims they make about the success or otherwise of workplace 

health interventions – cannot be attributable to the intervention used 

or be easily verified, tested or duplicated.’ (Ibid., p. 7) 

 

2.9.2 Relying on ‘Take-Up’ as a Measure of Success 

 

Studies of this nature were not included in this chapter, however it is important to note 

that the use of participation rates as a measure of success is quite frequent in this area. 

The importance of participation itself is something which should not be 

underestimated as it is one of the first hurdles which organisations face in 

implementing these types of initiatives. Ultimately, if employees do not participate 

then the intervention has failed. However, unless the study in question is specifically 

considering the issue of employee participation, the use of ‘take-up’ as a measure of 

success is inadequate because participation alone does not guarantee the behaviour 

change necessary for these initiatives to achieve their objective. There are two key 

levels of measurement which can be considered, the first being the primary indicators. 

In a study which aims to help people stop smoking, the primary indicators would be 

how many participants have managed to quit smoking at a pre-determined point in 

time. Also of interest however, are the secondary indicators such as absenteeism and 

presenteeism rates and whether they have been influenced by the initiative in question. 

‘Take-up’ can be considered as a pre-requisite measure which sits before these primary 

and secondary indicators. Bevan (2010), also notes a problem which is often equated 

with ‘preaching to the converted’, this is the idea that the employees likely to take part 

in initiatives are the ones who are already interested in what is being offered. So, in 

the case of exercise class provision or subsidised gym memberships, the people likely 

to take advantage of these are the individuals who are already fit and active in their 

daily lives. This of course limits the effectiveness of the interventions in question 

because the target groups (i.e. less active employees) often do not take part.    
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2.9.3 Workplace-only Causes and Cures 

 

Bevan (2010) raises concern over the focus which many studies place on the workplace 

itself, often ignoring what is happening when employees are away from their jobs. In 

reality, issues such as diet, exercise and smoking operate across an employee’s life and 

are not isolated to the work environment. Changing behaviours in the workplace is 

said to be insufficient in creating real and lasting change to lifestyle. 

 

 

 

2.9.4 Productivity and Performance 

 

Bevan (2010) also highlights concerns over the use of subjective, self-reported 

measures of productivity in many studies and how reliable these are, stating the 

following: 

 “Overall, it is surprising how little robust research exists on the 

relationship between health and individual job performance.” (p. 7) 

 

Since performance is one of the key factors that organisations seek to improve through 

taking action in this area, it is essential that care is taken to ensure that ways of 

measuring it are accurate.  

 

2.9.5 Attribution 

 

This concern centres around the idea of cause and effect. This is the idea that employee 

wellbeing and its associated issues such as productivity, presenteeism and absenteeism 

are, in reality, influenced by a wide range of factors; both within and outwith the 

workplace. This leads to problems when attempting to evaluate the success of any 

given initiative, especially if the research is narrowly focused and does not attempt to 
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take potentially important factors into consideration alongside the specific focus of the 

research.  

 

2.9.6 Dead-Weight Effect 

 

This is connected to the previous concern of attribution. Again, this focuses on whether 

or not the outcome measured post-intervention can be attributed entirely to the 

intervention or whether these outcomes would have occurred, to a lesser or greater 

extent, regardless. Bevan (2010) provides the example of a ‘post-Christmas weight-

loss programme’, it is likely that individuals on such a programme would have 

naturally eaten less after the festive period than during it whether they were on a 

specific programme or not and it is therefore difficult to determine what level of weight 

loss is attributable to the intervention itself. This highlights the importance of having 

control groups in these research studies.  

2.9.7 Time Lags 

 

This is the idea that employers expect to see results in short timeframes when, in 

reality, behaviour and lifestyle changes often take longer to happen. As Goetzel et al 

(2014) state, there is an expectation ‘that health promotion programs alone will 

produce substantial return-on-investment (ROI), often within year 1’. The issue under 

consideration is the question of whether one year is a sufficient amount of time not 

only for primary indicators such as BMI or smoking status to change but for this to 

have a knock-on effect on secondary indicators such as absenteeism and that finally 

that this will save the company money. Bevan (2010) suggests that the ‘the research is 

generally poor at helping us understand how long we should wait before we see the 

results’. 

 

2.9.8 Sustainability 

 

This is connected to the previous point on time lags; it refers to the idea that often 

researchers in this area do not conduct follow-up evaluations on whether any positive 
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changes noted in short timeframes, such as 3, 6 or 12 months, continue over longer 

time periods. In order for a company to realise the benefits in terms of absence 

reduction, for example, the changes to behaviour need to be sustained in the long term. 

If employees go back to their original behaviour after a short period of time then the 

initiative will likely not have sustained results. The failure to measure the long-term 

impact of initiatives means that this problem will not be detected. 

 

2.9.9 Focus on Large Organisations 

 

This is the idea that researchers focus their attention on large organisations32 in order 

to get large enough samples for their studies. Whilst entirely understandable, this leads 

to a lack of understanding of the situation in small and medium sized organisations.  

As Bevan (2010) notes: 

“As most UK employees work in organisations with fewer than 50 

employees, it is not certain how readily the conclusions from 

research conducted in large firms can be applied in those small and 

medium-sized enterprises (SMEs).” (p. 8) 

    

2.9.10 Co-Morbidity 

 

This is the idea that employees with one health concern often also have other health 

concerns which are interconnected and that this is often not taken into consideration 

when research is conducted. Bevan (2010) explains this as follows:  

“…employees with chronic lower back pain or arthritis may also 

suffer from depression or anxiety. Studies which ignore the 

significance of the often subtle inter-relationships between medical 

conditions can fail to reflect the complexity of the problem on 

workplace health and wellbeing.” (p. 9) 

 

                                                           
32 The current research study examines large organisations instead of small- and medium-sized 

organisations. The reason for this is that the interviewees in this study needed to have experience of 

managing employee wellbeing for a considerable sized workforce and therefore SMEs were not an 

option.  
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Whilst this concern goes into more depth from a clinical perspective than is relevant 

to the current research, this is an interesting point in terms of gaining an appreciation 

of the complexity of this area as a whole. 

 

2.9.11 Concluding Thoughts  

 

When these ten concerns are considered together, it becomes apparent that there is 

arguably a lack of joined up thinking going on within the research and practice in this 

area. Taking an overall view of wellbeing promotion, it can be seen that there are 

various steps and indicators involved. Initially, there is the basic necessity of ensuring 

that employees participate in the initiatives on offer. After this prerequisite has been 

met, there are often two stages of behaviour change which can be classed as primary 

indicators. If the example of weight loss interventions is considered, these may 

include, firstly, increases in the intake of heathy foods and reductions in fat intake 

alongside increases in exercise and, secondly, weight loss and reduction in BMI 

figures. From an organisational perspective, the expectation is that there will then be 

secondary indicators positively impacted by the success of the initiative, for example 

in the form of increases in productivity through reduced absenteeism and presenteeism. 

In many instances, there is also an expectation that this will save the organisation in 

question money overall.  The principle idea which should perhaps be taken from this 

section is that this area is, in many respects, very complex and that more research, of 

better quality and with a more joined up approach would be beneficial going forward. 

 

2.10 Barriers and Facilitators to Successful Wellbeing Promotion   
 

A considerable amount of research, mainly quantitative in nature, has been conducted 

into workplace health promotion programmes and their impact33. Despite this, 

researchers appear to be far from reaching agreement on what works or even what the 

objectives of these programmes are. This section will briefly begin by drawing on the 

work of Goetzel et al. (2014), which explores the broad issues which need to be taken 

                                                           
33 See sections 2.4-2.6 for examples 
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into consideration by organisations in order to give their approach the best chance of 

success. Following this will be a discussion of the various factors, according to the 

extant research in this area, which can act as barriers and facilitators to successful 

employee wellbeing promotion. 

 

2.10.1 Elements of Successful Programmes 

 

As noted previously, organisations may choose to implement various initiatives in an 

unconnected manner, or alternatively, they may choose to design and implement a 

wellbeing strategy, which as the name suggests, takes a more strategic view of the 

area. Goetzel et al. (2014) explain this distinction as follows: 

‘There is a large divide between what is termed a “comprehensive” 

health promotion program and one characterized as “random acts of 

wellness.”’ (p. 929) 

 

Whilst it is not impossible for ‘random acts of wellness’ to have positive results for 

those involved, this approach, by its very nature, is less structured and considered and 

therefore is unlikely to deliver significant benefits.  

Goetzel et al. (2014) consider a wide range of literature in the area, taking into account 

various different attempts which have been made to identify the key elements of 

successful and sustainable programmes. The paper provides a list of ten overall 

characteristics of successful programmes around which there is reasonable agreement 

in the literature. The following list is taken from O’Donnell et al. (1997) who 

conducted their research in conjunction with the American Productivity and Quality 

Center: 

▪ linking of program to business objectives  

▪ executive management support 

▪ multi-year strategic planning 

▪ employee input when developing goals and objectives  

▪ wide variety of program offerings 

▪ effective targeting of high-risk individuals 

▪ incentives to motivate employees to participate in the program, 

leading to high participation rates 

▪ program accessibility 
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▪ effective communications  

▪ evaluation of effectiveness (p. 12) 

 

It is interesting to note that this list was published two decades ago in 1997 and yet its 

relevance continues to this day. These various elements link back to the issues 

discussed earlier in this chapter, but they also connect to the barriers and facilitators 

which are the focus of the remainder to this section.  

 

2.10.2 Barriers and Facilitators 

 

Some of the elements noted above as being key to successful and sustainable 

programmes, as well as some additional factors, are discussed in the literature which 

explores the barriers and facilitators in the area of employee wellbeing. The main 

barriers and facilitators within this area will be considered in this section. 

 

2.10.2.1 Participation 

Participation in WHP initiatives is of obvious importance in that if employees fail to 

participate then the potential benefits of the programmes will not be realised34. The 

importance of participation is highlighted throughout the literature (Bajorek et al., 

2014). Linnan et al. (2008) explored the common barriers to the success of WHP, and 

lack of interest from employees was the most widely acknowledged barrier reported. 

In connection to this, Goetzel and Ozminkowski (2008) reported that if employers 

believed there to be a lack of grassroot support, this manifested in low participation 

rates. In a review of 23 studies, Robroek et al. (2009) found that participation rates 

were generally below 50 per cent. 

In order to maximise employee engagement with WHP it is suggested that employees 

be included in all stages of the process including the planning stage (Bajorek et al., 

2014) and that it is essential that if employees share their ideas and opinions with their 

organisation that these are taken into consideration and put into action; failure to do 

                                                           
34 This links back to section 2.9.2 
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this can act as a barrier to success (Robertson and Cooper, 2010). Wierenga et al. 

(2013) found that there were some logistical concerns, such as how easy it is for 

employees to take part in the interventions and whether or not they had to pay for them, 

which could also influence employees’ willingness to participate. In line with this, 

Person et al. (2010) found that the three most important barriers to participation were 

lack of incentives, location of intervention, and not having the available time. Time 

constraints appear to be an important factor, particularly with regards to whether 

employees feel they can take time away from work to take part in initiatives. If they 

have a lot of demands at work such as heavy workloads, inability to leave place of 

work or irregular work schedules then these can be particularly problematic in terms 

of securing participation (Estabrook et al., 2012; Hunt et al., 2007; Pehkonen et al., 

2009; Strijk et al., 2011; Wilson et al., 2007). Also highlighted is the importance of 

peer support. This is the idea that if there is a general lack of support or interest from 

employees in a workplace, then even if an individual is interested, they may feel 

disinclined to take part due to not wanting to be different to their peers (Gilson et al., 

2008). In terms of the ability of a WHP to positively impact employees with the lowest 

levels of wellbeing, it is recognised that this can be particularly challenging. It is 

acknowledged that programmes often attract employees who already have healthy 

lifestyles and fail to attract those who need them most (Bajorek et al., 2014; Bevan, 

2010; Linnan et al., 2008).  

 

2.10.2.2 Communication 
 

One of the key elements in terms of implementing a successful WHP is that of effective 

communication and this is of course intimately linked to participation (Bajorek et al., 

2014). Communication here is about both ensuring that employees are aware of the 

interventions in place and also, communication in terms of involving employees in the 

planning stages, as discussed above (PwC, 2008). Wierenga et al. (2013) also note that 

positive expectations with regards to the WHP programme on the part of the employee 

can be a facilitating factor in its success and this is achieved in part through effective 

communication. Mattke et al. (2013) emphasised the importance of communication 

and suggested that the most effective approach was one where several different 
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channels of communication were employed; this idea was also supported by Wierenga 

et al. (2013).  

 

2.10.2.3 Senior Management Support 

 

There is considerable endorsement in the literature for the importance of management 

support in this area, Blake and Lloyd (2008) in fact state that without it any WHP 

implemented is unlikely to be sustainable. Linnan et al. (2008) reported ‘lack of 

management support’ as one of the key barriers to success in WHP, and this is echoed 

throughout the literature (Blake and Lloyd, 2008; Chu and Dwyer, 2002; Goetzel and 

Ozminkowski, 2008a; Lee et al., 2010; Mellor et al., 2011). The other side of this is 

that it has been found that strong management support for WHP programmes plays a 

facilitating role (Rojatz et al., 2016; Wierenga et al., 2013). Management support is 

particularly important with regards to employee participation, discussed previously, 

especially in relation to encouraging staff to take part, as well as in enabling them to 

take time away from their jobs in order to do so (Wierenga et al., 2013). A step further, 

is the beneficial impact that has been reported of management taking an active role 

both in terms of planning and participation in WHP (PwC, 2008; Wierenga et al., 

2013).  

 

2.10.2.4 Culture  

 

Organisational culture is widely recognised to be important in terms of the promotion 

of employee wellbeing (PwC, 2008; Rojatz et al., 2016; Wierenga et al., 2013). Two 

connected but separate ideas come through the literature. The first is that culture is 

important in terms of ensuring a fit. Wierenga et al. (2013) note that a lack of fit 

between the culture of an organisation and the employee wellbeing action taken can 

be a barrier in terms of success. The other side of this is that if there is alignment 

between action taken and the business goals and overall mission of the organisation 

this can play a facilitating role (Estabrook et al., 2012; PwC, 2008; Verweij et al., 

2011; Wilson et al., 2007). The second idea which is present in the literature is that the 

success of action taken is in part determined by whether or not an organisation has a 
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culture of wellbeing. This means that the area is taken seriously in a general sense by 

the organisation (Wilson et al., 2007) and that there is an atmosphere of openness with 

regards to discussing issues in this space. Tying back into the previous section, Mattke 

et al. (2013) highlight the important role that senior leaders have in this respect.   

 

2.10.2.5 Implementor  

 

It is important to note that WHP is something which has to be organised and 

implemented and that naturally the individual or team responsible for this will have a 

considerable influence upon the success or otherwise of any actions taken. It is 

therefore recognised in the literature that these individuals have the potential to act as 

barriers or key facilitators to success (Rojatz et al., 2016; Wierenga et al., 2013). It has 

been noted that these individuals need to have the relevant skills, knowledge and 

ability to effectively perform their role, and that not having these can be a considerable 

barrier to success (Hunt et al., 2007; Verweij et al., 2011). They also need to have 

adequate time to dedicate to the task, something that can be problematic if they already 

have heavy workloads  (Driessen et al., 2010; Vermeer et al., 2012; Verweij et al., 

2011). WHP are sometimes implemented by passionate employees who decide to 

embark upon the project in their own time. In this instance it is important that these 

people have the power to make decisions within the organisation because, without this 

level of power, this could act as a barrier to success (Driessen et al., 2010).  

 

2.11 Employers’ Responsibility  
 

The final section of the literature review is going to take a step back and consider the 

question of whether employee wellbeing is the responsibility of organisations in the 

first place. In order to do that, this section will focus on theoretical ideas in this area. 

It will begin by reflecting on the responsibility of business in a more general sense by 

considering two of the main alternative stances: shareholder theory and stakeholder 

theory. Building upon this, the ideas of human capital theory and corporate social 

responsibility will be explored in reference to the question of responsibility. 
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2.11.1 Shareholder versus Stakeholder Theory 

 

It is Milton Friedman who is credited with being the first major proponent of what is 

now widely known as shareholder theory. In his 1970 seminal essay entitled ‘The 

Social Responsibility of Business is to Increase its Profits’ Friedman explained his 

views as to why businesses, or more precisely their executives, should not, and actually 

had no right to, work in the best interest of anything or anyone other than the owners 

or shareholder of the organisation (Friedman, 1970). The ideas expressed in this 

relatively short essay captured the imagination of businessmen and academics alike 

and its core concepts continue to influence the way in which organisations are run 

today. Quoting his earlier book; Capitalism and Freedom (Friedman, 1962), Friedman 

(1970) makes the following assertion: 

“…there is one and only one social responsibility of business-to use 

its resources and engage in activities designed to increase its profits 

so long as it stays within the rules of the game, which is to say, 

engages in open and free competition without deception or fraud." 

(p. 6) 

 

The essay explains that corporate executives as employees of the owners of 

organisations have a duty to work in their employers’ best interest. If an executive 

carries out any activity for the purposes of being socially responsible, they are working 

against the best interest of their employers and are in effect spending money in a way 

in which the owners of the organisation would not themselves have chosen. Friedman 

compares executives conducting socially responsible acts to the political mechanism 

of taxation and explains that it is not the duty of organisations, or their executives, to 

redistribute owners’ money into social causes of their choosing. The essay also, 

however, highlights the fact that there are occasions where socially responsible acts 

also happen to be in alignment with profit maximisation and that in these cases there 

is nothing wrong with executives taking these actions. The fault occurs when 

organisations make the claim that these actions were undertaken for the purpose of 

being socially responsible.  



70 

 

 

Smith (2003, p. 86) highlights the way in which shareholder theory is frequently 

misinterpreted. Firstly, the theory is said to promote an attitude of there being no limit 

to what executives will do in order to increase profit, despite it being clearly stated in 

Friedman (1970) that businesses must maximise profits only within ‘the rules of the 

game’ and ‘without deception or fraud’. The theory can be considered to be inherently 

disposed to the promotion of short-termism. It is said to provide managers with a 

justification or even encouragement to act in a manner that maximises short-term 

profits even at the expense of company value in the long term. The paper argues that: 

“…more thoughtful shareholder theorists often refer to a need for 

"enlightened self-interest," which — if embraced — would lead a 

corporation's managers to take a long-term orientation.” (Smith, 

2003, p. 86).  

 

The example of employee morale is given as something which shareholder theory 

would prohibit investment in even if it was mutually beneficial for both shareholders 

and the employee stakeholder group. As explained above, this is not the idea which 

Friedman (1970) originally put forward. Under the original theory, organisations 

should undertake actions which are of benefit to shareholder value maximisation even 

if they also benefit other stakeholder groups, but these actions should not be carried 

out under the guise of social responsibility.  

Often considered to be at the other end of the spectrum with regards to the 

responsibility of business from shareholder theory is stakeholder theory. In 1984 

Edward Freeman wrote a book entitled Strategic Management: A Stakeholder 

Approach (Freeman, 1984). As a result, Freeman is seen as the founder of stakeholder 

theory despite his making it clear that the idea originated in the Stanford Research 

Institute many years previously and existed long before the term ‘stakeholder’ was 

coined (Freeman, 2004).  In line with this, Smith (2003) quotes Cassidy (2002) who 

explains that in the past: 

"Many chief executives saw their main task as overseeing the 

welfare of their employees and customers. As long as the firm made 

a decent profit every year and raised the dividend it paid its 

stockholders, this was considered good enough." (Cassidy, 2002, p. 

64; Smith, 2003, p. 86) 
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As its title suggests, Freeman’s book (1984) is directed at managers in order to guide 

them in making better strategic decisions and the way in which the book advocates 

doing this is by taking the various stakeholders of each organisation into consideration. 

As Freeman (2004) explains the core idea of the original 1984 text was:  

“…if a group of individuals could affect a firm (or be affected by it, 

and reciprocate) then managers should worry about that group in the 

sense that it needed an explicit strategy for dealing with the 

stakeholder.”. (p. 229) 

 

Freeman (1994) explains that the foundation of stakeholder theory is a rejection of 

what is known as the separation thesis; the belief that it possible to separate ethics and 

business, which itself underpins shareholder theory.  Freeman et al. (2004) take a 

holistic stance and explain: 

“Business is about putting together a deal so that suppliers, 

customers, employees, communities, managers, and shareholders all 

win continuously over time. In short, at some level, stakeholder 

interests have to be joint—they must be traveling in the same 

direction—or else there will be exit, and a new collaboration 

formed…The best deal for all is if managers try to create as much 

value for stakeholders as possible.” (pp. 364–365)  

 

Garcia-Castro et al. (2011) explain that instrumental stakeholder theory is essentially 

about the relationship between what are termed explicit and implicit costs (Waddock 

and Graves, 1997). One of the examples given, which relates to employees and their 

wellbeing, is that of wages paid to employees being an explicit cost to the firm and 

employee satisfaction being an implicit cost. The logic behind this is explained as 

follows:   

“…implicit costs in time t may turn into explicit costs in time t + 1. 

For example, a company that exploits employees with unpopular, 

exploitive human resources (HR) practices will reduce employee 

morale and satisfaction (implicit costs), make the firm less attractive 

to work for, and as a result, may have to offer higher wages (explicit 

costs) than do competitors with sound, “enlightened” HR policies in 
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place if they are to attract talented employees in the future.” (Garcia-

Castro et al., 2011, p. 432) 

 

Having identified problems of both shareholder and stakeholder theory approaches, 

Jensen (2001) attempted to bridge the gap between the two theories and created what 

was termed ‘enlightened value maximisation’.  The theory developed into what is now 

known as ‘enlightened shareholder value theory’ (Andreadakis, 2012). The logic 

behind this theory can be summarised as follows: 

“The enlightened shareholder value theory represents an attempt to 

strike a balance between shareholders’ primacy and corporate 

stakeholders’ interests. Effective corporate social responsibility 

management is not incompatible with shareholder value and having 

wider interests can be the key to long-term financial performance. 

Companies should not be seen only as vehicles for profit 

maximization, but as having a wider social role. The companies, 

which are willing to change their mentality and adopt a long-term 

perspective, will be rewarded with sustainability and efficiency.”  

(Andreadakis, 2012, p. 415) 

 

The ideas explained in the above quote are in line with much of the discussion 

presented in this literature review and the thesis in general. Underpinning the ideas in 

this research is the belief that the management and promotion of employee wellbeing 

has the potential to be beneficial for all parties involved, most notably the organisation 

and the employees. Although the enlightened shareholder value theory has faced 

criticism for retaining a shareholder focus and also for failing to provide adequate 

guidance for managers with regards to balancing stakeholder needs (Branson, 2001; 

Keay, 2007), it has also been viewed as an alternative to the two extreme positions in 

terms of corporate objective represented by shareholder and stakeholder theories (Lian 

Yap, 2010). Profit maximisation remains an objective whilst managers are held 

accountable for their actions with regards to stakeholders (Kiarie, 2006). It was also 

highlighted that it promotes both a long-term focus as well as emphasising stakeholder 

welfare (Andreadakis, 2012).  
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2.11.2 Human Capital Theory 

  

Building upon these ideas, and focusing attention more specifically on employee 

wellbeing, this section will explore the ideas of human capital theory. This theory helps 

to bring together the interests of both the organisation and the employees and provides 

a valuable way of understanding how the management and promotion of employee 

wellbeing could be beneficial for both parties and, as such, why it could be considered 

an employer’s responsibility. In what follows, a brief introduction to this theory and 

its relevance to employee wellbeing will be provided35.  

Underpinning human capital theory is the idea that each individual has a stock of so-

called ‘human capital’ which includes the various skills and attributes that they have 

developed over their lifetime (Acemoglu and Autor, 2011). From an organisational 

perspective, each employee brings their stock of human capital to their place of work, 

this includes the various skills relevant to the job at hand in addition to things such as 

their ability to work as part of a team. An employee’s stock of human capital can be 

enhanced through investment - either from themselves or from their employer, for 

example organisations providing training; this in theory makes an individual more 

valuable to their organisation (Goldin, 2016). When the concept of human capital was 

first devised, wellbeing was considered one of its key components (Becker, 1964; 

Schultz, 1961), however, over time this idea has been diminished as Nielsen et al. 

(2007) explain:  

“Since the early contributions incorporating the idea of health as part 

of human capital, health promotion as promotion of human capital 

has become a neglected aspect and human capital seems to have been 

reduced to a question of knowledge and vocational training.” (p. 

243) 

 

However, the recent increase in interest in the area of employee wellbeing could be 

argued to represent a shift back to this idea and from a theoretical perspective can be 

seen as a way of understanding companies’ actions when they choose to invest money 

in the management and promotion of employee wellbeing. The logic for including 

                                                           
35 For a detailed discussion of this theory, see section 2 of chapter 5 Theoretical Analysis.  
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employee wellbeing in the stock of an individual’s human capital rests on the idea that 

regardless of what other skills and attributes they possess, it is their wellbeing that 

determines the extent to which they are able to put the other components of their human 

capital to use in their respective organisations (Roslender et al., 2006). For this reason, 

Nielsen et al. (2007) suggest that employee wellbeing be considered the lost 

foundation of human capital. When considering the area of employee wellbeing from 

this perspective, the suggestion is that, even if thinking from a purely economic point 

of view, organisations do in fact have a responsibility to manage and promote the 

wellbeing of their employees. Failure to do so has the potential to result in a reduction 

in the value employees are able to offer their organisation.  

 

2.11.3 Corporate Social Responsibility  

 

The other perspective of interest here is that of corporate social responsibility36. It is 

suggested that over time, in accordance with shifts in societal beliefs, different issues 

become the responsibility of organisations. This responsibility can be defined as 

follows: 

‘The social responsibility of business encompasses the economic, 

legal, ethical, and discretionary expectations that society has of 

organizations at a given point in time.’ (Carroll, 1979, p. 500) 

 

It could be argued that employee wellbeing is now one of the issues that organisations 

need to take into consideration; support for this idea can be found throughout this 

chapter. One of the key arguments underpinning this perspective is that each 

organisation needs to maintain its social legitimacy. In order to maintain its legitimacy, 

an organisation needs to be seen to be managing issues for which society believes it to 

be responsible. Failing to do so can result in a loss of legitimacy resulting in the 

organisation in question being unable to secure the resources necessary for its 

continued operation. Neu et al. (1998) explain the potential ramifications of this as 

follows: 

                                                           
36 For a detailed discussion of this theoretical perspective, see section 3 chapter 5 (theoretical analysis)  



75 

 

 

“…[maintaining legitimacy] helps to ensure the continued inflow of 

capital, labour and customers necessary for viability…It also 

forestalls regulatory activities by the state that might occur in the 

absence of legitimacy.”  (p. 265) 

 

Again, from a purely economic perspective, using a corporate social responsibility 

perspective, employee wellbeing can be considered the responsibility of an 

organisation. Failing to manage this area which appears to have become a matter which 

society views as a responsibility of business could result in problems for the business 

in question. For example, in relation to the quote above, organisations who are not 

proactive in this area may find it difficult to attract the skilled workforce that they need 

in order to move their business forward. There are of course also legal considerations 

in this area which again have potential financial ramifications. 

 

 

2.11.4 Concluding Thoughts  

 

Bringing together the ideas put forward in this section of the literature review, the 

conclusion reached is that it is possible, from a theoretical perspective, to argue that 

employee wellbeing can be viewed as the responsibility of the organisation, not simply 

from an ethical perspective, but also from an economic perspective. It is important to 

note, however, that what is being suggested is not that the responsibility for employee 

wellbeing rests entirely with an employer, but rather that there is a balance to be found 

between the responsibility of the individuals themselves and their organisations. 

 

 

2.12 Conclusion  
 

This chapter of the thesis provided an overview of the research in the area of employee 

wellbeing. A wide array of different interconnected topics were explored, including 

key definitions and issues, the different approaches to the management of employee 
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wellbeing (individual, organisation, and comprehensive), the objectives of action in 

this area, the quality of existing research and, finally, the question of whether employee 

wellbeing is the responsibility of organisations at all. This chapter provides a 

comprehensive grounding in the extant literature upon which the remainder of this 

thesis is built. In the next chapter, the methodology of this study is presented.  
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Chapter 3 

Research Design: Methodology and Methods 
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3.1 Introduction  
 

The objective of this chapter is to provide a detailed account of the decisions made in 

the process of designing this study. As Crotty (1998) explains; ‘every piece of research 

is unique and calls for a unique methodology. We, as the researcher, have to develop 

it’. In order to do this, researchers must embark on a journey of exploration, 

familiarising themselves with the various different options that are available to them 

and understanding how these align with both the objectives of their research and the 

beliefs held on the nature of reality and what constitutes knowledge. 

In the Introduction to his 1995 paper, Laughlin  makes two important inter-connected 

statements, firstly that: 

“All empirical research will be partial, despite any truth claims to the 

contrary, thus it would be better to be clear about these biases and 

exclusions before launching into the empirical detail.”  

 

and secondly, that: 

“…theoretical and methodological choices are inevitably made 

whether appreciated or not.” (Ibid., p. 65)  

 

This chapter will address the issues raised in these statements and will demonstrate 

clearly how the choices made with regards to the design of this study provide the basis 

for the contribution to knowledge made in this PhD.  

The chapter is structured as follows: it will begin with an exploration of research 

philosophy; following this will be a discussion of the choice of a qualitative approach 

as opposed to a quantitative one. Next, the use of abduction in the research will be 

explained and the use of thematic analysis will be justified. The use of semi-structured 

interviews as the data collection technique will then be considered, followed by an 

explanation of the sampling strategy employed. The chapter will conclude by 

discussing the ethical considerations of the research. 
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3.2 Research Philosophy 
 

This section of the chapter will provide an account of the assumptions which form the 

foundations of this research. It is essential that researchers consider the philosophical 

underpinnings of their research as these play a fundamental role not only in guiding 

the design of a study but also the issues and questions asked by the research and the 

contribution to knowledge made. Unfortunately, research philosophy is not an easy 

subject to navigate; high levels of ambiguity and a wide array of differing ideas await 

those who embark upon its exploration. In addition to this, the terms employed are 

often used in different ways by different authors (Crotty, 1998). This section will begin 

by considering ontology and epistemology. Next, methodology will be explored 

followed by a discussion of the beliefs surrounding the necessity for societal change. 

In order to convey the ideas underpinning this research with as great a clarity as 

possible, one principle paper has been chosen: Laughlin (1995). The appeal of this 

particular paper lies in its logical structure and clear definitions which, combined, 

make sense to the researcher.  

The starting point of Laughlin (1995) is the influential work of Burrell and Morgan 

(1979). Laughlin (1995) suggests that whilst Burrell and Morgan’s contribution 

oversimplifies the complex ideas in this area, they have in fact been successful in 

identifying the majority of the domains of choice available to researchers.  Table 3.1 

shows the way in which Laughlin (1995) reorganises the domains identified in Burrell 

and Morgan (1979) with the original categories shown in upper case in the table. These 

will be discussed in more detail in what follows.  
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Table 3.1: Domains of Choice in Research 

Theory Methodology 

 

Change 

 

ONTOLOGY HUMAN NATURE SOCIETY 

“involves deciding on a 

view about the nature of 

the world” 

“involves taking a position 

on an amalgam of the 

nature and role of the 

observer in the discovery 

process” 

“involves taking a 

position on whether the 

investigation is 

intentionally geared to 

achieving change in the 

phenomena being 

investigated” 

EPISTEMOLOGY METHODOLOGY 

“what constitutes 

knowledge either past or 

present and how it relates 

to the current 

investigation” 

“the level of theoretical 

formality in defining the 

nature of discovery” 

Source: Own illustration based on Laughlin (1995; 66) 

 

3.2.1 Ontology 

 

Ontology is defined as ‘the branch of metaphysics that deals with the nature of being 

and of reality’ (O’Gorman and MacIntosh, 2015; 54). As noted in Table 3.1 “it 

involves deciding on a view about the nature of the world” (Laughlin, 1995; 66). 

However, it could be argued that this way of viewing exists prior to the researcher 

becoming aware of it and so should maybe be thought of in terms of a process of 

discovery and clarification as opposed to one of decision making.   

Ontology is often discussed using the terms ‘subjective’ and ‘objective’, with these 

being viewed as two ends of a continuum. As noted previously however, different 

authors use different terms when discussing similar concepts: Burrell and Morgan 

(1979) discuss ontology using the terms ‘nominalism’ and ‘realism’ with these being 

synonymous to a certain degree with the labels ‘subjective’ and ‘objective’ 

respectively. Individuals who hold an objective or realist view of the world believe 
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that a separate social reality exists and that this reality is independent of their 

experience of it. From this viewpoint, social reality would continue with or without 

the individuals in question experiencing it and as such it is believed to exist before and 

after the existence of the individuals themselves (i.e. before they are born and after 

they die). In this sense, individuals are inconsequential to social reality: they are simply 

experiencing it. Individuals who hold an objective or realist view of the social world 

believe it to be as tangible as the natural world and this of course impacts the way in 

which researchers are able to study it. If researchers hold this view of social reality, 

they believe there to be one objective, tangible social reality to be uncovered through 

the research process (Burrell and Morgan, 1979; p.4).  

At the other extreme, individuals who hold a subjective view of social reality believe 

it to be made up entirely of individual perceptions and the complexity of the 

interactions between people. From this perspective, the social world is entirely unique 

to the observer and does not have a tangible reality outside the mind of the individual. 

When dwelling on this, it becomes clear that researching from this perspective 

becomes very much more challenging because there is no one solid reality to be 

captured.  (O’Gorman & MacIntosh, 2015; 56). There are of course many options 

which lie between these two extremes with which researchers may identify (Blakie; 

2009).  

Chua (1986) provides an explanation of social reality which closely meets that of the 

researcher: 

“…society is only present in human action, and human action always 

expresses and uses some or other social form. Neither can, however, 

be identified with or reduced to the other. Social reality is, thus, both 

subjectively created and objectively real.” (p. 620) 

 

In the current study, the researcher views there to be both objective and subjective 

aspects of social reality; as a researcher, it is possible to identify elements of both. So, 

for example, in this research it may be possible to identify the wellbeing proposition 

of an organisation from a relatively objective perspective whilst also acknowledging, 

firstly that this was created by social actors and, secondly that the experience of this 

proposition from the individual employee’s perspective is subjective and will be 
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dependent on many factors other than the simple objective existence of the proposition 

itself. Holding a stance which is somewhere between the two ends of the 

objective/subjective continuum allows the researcher to make claims about the 

existence of tangible, objective aspects of the social reality under examination, as well 

as acknowledging the fundamental importance of subjectivity from the perspectives of 

both the creation and experience of social reality.  

 

3.2.2 Epistemology  

 

Epistemology can be defined as: 

“…the branch of metaphysics that deals with the nature of 

knowledge, its presuppositions and foundations, and its extent and 

validity.” (O’Gorman and MacIntosh, 2015; 54) 

 

Epistemology and ontology are inextricably linked, with an individual’s 

epistemological choices drawing on the ontological assumptions made. Therefore, 

what is considered knowledge, and the way in which researchers may go about 

developing and defending it will differ depending on where they sit with regards to 

ontology. Chua (1986) explains this clearly: 

“Physical and social reality, for instance, may be presumed to exist 

in an objective plane which is external to an independent knower or 

scientist. Within this perspective, people may be viewed as identical 

to physical objects and be studied in the same manner. Alternatively, 

these beliefs could be criticised for reifying individuals and 

obscuring the role of human agency. People, it may be argued cannot 

be treated as natural scientific objects because they are self-

interpretive beings who create the structures around themselves.” (p. 

604) 

 

This idea was touched on in the previous section where it was explained that from an 

ontological perspective the researcher in this study sits somewhere between the 

objective and subjective ends of the continuum and as such there can be both objective 

and subjective elements coming through the findings of the research.  
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In terms of objective ideas and their validity, the following example is provided. In the 

data in this study, a number of interviewees from separate companies independently 

discuss the idea that one of the factors driving them to take action in the area of 

employee wellbeing is that they need to do so in order to secure tenders (i.e. without 

being able to show that they are proactively managing this area they may struggle to 

secure tenders or may not even be considered in the first place). As a researcher 

therefore, it is possible to be reasonably confident when reporting this in the findings 

section that this is an objective element of social reality in the area of employee 

wellbeing. This is justified by the independence of these claims in conjunction with 

the ability to compare similar experiences of a number of interviewees across the 

sample.  

On the other hand, it is very much appreciated that the individuals interviewed for this 

study are each providing their own subjective view of the ideas being discussed and as 

such, not everything that is said is viewed as objective fact. When considering the idea 

of the validity of findings, the use of abduction (as discussed in section 3.5) is 

important here. This study employs three alternative theoretical perspectives meaning 

that the researcher is tasked with viewing the ideas expressed by the interviewees from 

three different perspectives, which in turn greatly helps to reduce the biases and 

partiality of understandings discussed by Laughlin (1995).    

 

3.2.3 Discussion of Ontology and Epistemology 

  

Laughlin (1995) suggests that ontology and epistemology can be considered together 

under the heading ‘Theory’ (as shown in Table 3.1). If a researcher holds a subjective 

view of social reality (ontology) then when considering what constitutes knowledge 

(epistemology) it becomes apparent that knowledge development cannot be regarded 

as a cumulative process (Burrell and Morgan, 1979). In the very extreme of this 

position it holds that each individual case under study must be seen as unique and, 

firstly cannot draw on previous studies and, secondly insights gained from a particular 

study cannot be taken forward into future studies. Under these assumptions the 
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objective is not to find universal law-like principles nor is it to refute existing ones 

because it is viewed as impossible for these to exist: 

‘…the world is not material – it is a projection of our minds – and 

since such projections differ, generalities are impossible.’ 

(Laughlin, 1995; p. 66)  

 

However, at the other extreme where the world is viewed as objective and separate 

from the researcher, the aim is to ‘explain and predict what happens in the social world 

by searching for regularities and causal relationships between its constituent elements.’ 

(Burrell and Morgan, 1979; 5). In contrast to the approach discussed previously, under 

these assumptions the objective of research is to build upon previous studies to add to 

knowledge which has been developed in this manner over a long period of time and 

the way in which to do this is to further confirm or refute existing theories. 

For each domain: Theory, Methodology, and Change, Laughlin (1995) suggests that 

researchers should consider where their research falls on a continuum from high to 

low. This scale refers to different things in each of the three domains. This research 

can be seen as falling somewhere in the middle of the ‘theory’ continuum. The overall 

objective of this research is to develop a theoretical framework of the management and 

promotion of employee wellbeing which of course rests on the idea of there being a 

cumulative element to knowledge development. However, the theoretical framework 

to be developed is not a formulaic, scientific theory which dictates exactly what should 

happen in any given situation, but rather a general framework which will help to bring 

together various components of the area and help researchers, as well as employee 

wellbeing practitioners, to make sense of the area more generally. The objective of 

developing a theoretical framework in this research therefore does not deny the 

subjective element of the field or reduce its importance.  

 

3.2.4 Methodology 

 

In very simplistic terms, ‘methodology’ can be seen as roughly synonymous with the 

term ‘research design’. Having developed a level of clarity with regards to the nature 
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of social reality (ontology) and what constitutes knowledge (epistemology) the next 

logical step for researchers is to consider what it is that they are trying to achieve in 

any given study and how they are going to go about this in an informed way, in other 

words the ‘research design’ or ‘methodology’.   

In Laughlin (1995; 66-67) two domains of choice, ‘human nature’ and ‘methodology’ 

as identified in Burrell and Morgan (1979), are considered together under the heading 

‘methodology’ (as shown in Table 3.1). To begin with let us consider these separately:  

“[Methodology is considered to be] the level of theoretical formality 

in defining the nature of discovery.” (Laughlin, 1995, p.66). 

 

“[Human nature] involves taking a position on the amalgam of the 

nature and role of the observer in the discovery process.” (Ibid., 

p.66). 

 

Research which is conducted with a high level of theoretical formality is often found 

in the natural sciences. In these instances, the researcher follows strict protocols set 

out by a predetermined theory and conducts experiments, or collects data, accordingly. 

In terms of human nature, the objective here is that the researcher be as objective as 

possible and that the same outcomes would result regardless of who was conducting 

the study in question. The role of the researcher is to comply with the theory the study 

employs and there is a limit in terms of independent thought with regards to the design, 

implementation and analysis process:  

“Where there is a high theoretical definition for the resulting 

methods then there is an implicit assumption that the observer is 

largely irrelevant to the process and his subjectivity or bias, which at 

the far extreme are assumed not to exist, play no part in the process.” 

(Laughlin, 1995, p. 67) 

At the other extreme, where there is a very low level of theoretical formality, it follows 

that the researcher in question has a much more independent role in terms of designing 

the study, conducting data collection and analysing the findings. The role of each 

researcher is viewed unique and so the outcome of the research could be quite different 

depending upon who conducts it: 
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“…the individual observer is permitted and encouraged to be free to 

be involved in the observation process completely uncluttered by 

theoretical rules and regulation on what is to be seen and how the 

“seeing” should be undertaken.”  (Ibid., p. 67) 

 

The current research makes use of an abductive approach (as explained in section 3.5): 

three theories are used to analyse the data in the study and the insights gained are then 

brought together in order to develop a more complete understanding of the area of 

employee wellbeing. It is therefore argued that this research sits somewhere in the 

middle with regards to methodology; theory is an essential part of this study, however 

equally important are the independent thought processes of the researcher. In other 

words, if another researcher were to embark upon the same task it is likely that 

different outcomes would ensue.  

 

3.2.5 Change 

 

The change domain focuses on the beliefs the researcher holds about the status quo 

within society and the particular topic under investigation. Laughlin (1995) explains 

that individuals can sit high, medium, or low in terms of the level of change they 

believe to be necessary. Individuals who believe in high levels of change are of the 

view that everything that they encounter in the research is in need of change, even if 

they personally are not in a position to bring about this desired change. Individuals 

who believe in low levels of change, at the other end of the scale, hold the view that 

no change to the status quo is necessary at all. The middle of the change continuum is 

occupied by individuals who:  

“…are more strategic in their attitude to change – open to 

maintaining certain aspects of the current functioning but also open 

to challenging the status quo.” (Laughlin, 1995, p. 68)  

 

In terms of the current research, the most fitting of the definitions provided is that of 

the ‘middle’ position. It is clear from the ideas presented in the first two chapters of 

this thesis that there are many unresolved issues within the area of employee 
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wellbeing; indeed this area can be viewed as being in its infancy and as such there is 

much which needs to change in order to achieve a more favourable situation for 

employees and the society of which they are a part. It is important to note that what is 

being discussed here is not change in the sense of needing to dismantle everything 

about the current social system and recreate it, but rather of simply developing and 

adapting aspects of how it currently operates in order to benefit those involved.  

 

3.2.6 Research Philosophy: Bringing Together the Key Ideas 

 

The above sections have discussed the various elements of research philosophy as they 

relate to this study, using the framework put forward by Laughlin (1995). The three 

core areas covered were: theory, methodology, and change. For each of the areas, 

consideration was given to where this research is positioned on a scale from low to 

high and, in each of the areas, the position adopted by this study is that of the middle.  

 

3.3 Qualitative versus Quantitative Research 
 

This research is qualitative in nature and this section will provide an explanation 

regarding this decision.  Quantitative and qualitative methodologies are associated 

with different assumptions about the phenomena under examination (Moll et al., 

2006). The approach taken in quantitative social science research derives from that 

employed in the natural sciences. Morgan and Smircich (1980) explain that researchers 

in the quantitative tradition base their approach on the following assumptions: 

“…the social world lends itself to an objective form of measurement, 

and that the social scientist can reveal the nature of that world by 

examining lawful relations between elements that, for the sake of 

accurate definition and measurement, have to be abstracted from 

their context.” (Ibid., p. 497) 

 

In quantitative research answers are usually sought to very specific predetermined 

questions in order that the researcher can then analyse the data using the quantitative 

methods decided upon. This means that it is virtually impossible for this type of 
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research to come up with additional data outwith the direct scope of the study (Becker, 

1996).  In relation to this, with regards to ontological assumptions, it is suggested that:  

“The case for qualitative research in social science begins as one 

departs from the objectivist extreme of our subjective-objective 

continuum.” (Morgan and Smircich, 1980) 

 

While qualitative research can be defined as follows:  

‘…any type of research that produces findings not arrived at by 

statistical procedures or means of quantification.’ (Strauss and 

Corbin, 1998) 

 

As explained in section 3.2.1, this research is situated somewhere between the two 

extremes of objective and subjective with regards to ontology. From this perspective, 

the decision to choose a qualitative approach over a quantitative one is easily defended 

in that the assumptions underlying quantitative research do not match those of this 

study.  

The primary aim of the current research is to develop a theoretical framework  theory 

which helps to build a more complete understanding of the management and promotion 

of employee wellbeing, this is clearly in line with the use of a qualitative research 

approach, as Ritchie and Lewis (2010) explain: 

“…the aim of qualitative research is to gain an understanding of the 

nature and form of phenomena, to unpack meanings, to develop 

explanations or to generate ideas, concepts and theories.” (p. 82)  

 

In particular, the need for freedom in terms of allowing unexpected findings to arise 

from the research process supports the use of a qualitative approach in this study. 

 

3.4 Methods of Inference: Deduction, Induction, Abduction 

   

There are considered to be three distinct alternative methods of inference available to 

researchers: deduction, induction, and abduction (Flick et al., 2004; Lewis-Beck et al., 
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2003; Miller and Brewer, 2003).  The choice of which to employ in a particular study 

is, of course, guided by the underpinning assumptions of the research in question as 

well as its overall objectives. To begin this section, each of these approaches will be 

considered in turn; next the extent to which the three approaches engage with existing 

theory will be discussed; and following this the data analysis process used in this study, 

which involves combining an abductive approach alongside thematic analysis, will be 

explained in detail.  

 

3.4.1 Defining the Approaches 

 

Deduction is often used in scientific research where a specific theory is employed and 

experiments conducted or data collected which produce an observable result that either 

provides further support for the theory, or refutes the theory (Timmermans and Tavory, 

2012).  Miller and Brewer (2003) explain this approach as follows: 

 “In deduction, a pre-existing body of abstract concepts or general 

ideas, a theory, is used to make predictions about (to deduce) what 

will be observed in the real world.” (p. 1)  

 

 

On the other hand, induction operates on very different principles: 

“In induction, empirical observations, the findings of the research, 

are generalised to more abstract concepts. To the extent that these 

abstract concepts can be linked into a coherent whole, a theory is 

said to result.” (p. 1.) 

 

Although there are no fixed rules regarding the type of research which can employ 

deductive or inductive methods of inference, deduction is often associated with 

quantitative research whilst induction is more often linked to qualitative research 

(Flick et al., 2004; Lewis-Beck et al., 2003). 

It was Charles Pierce, in the nineteenth century, who first made a case for abduction 

as an alternative to inductive and deductive approaches (Burks, 1946; Fann, 1970). It 
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was, however, yet more time before this approach was adopted more widely by 

researchers (Fann, 1970; Reichertz, 2009).   

The term ‘abduction’ was originally used in scientific research, however, it has come 

to be used across a wide array of disciplines and perhaps as a result, means different 

things to different researchers (Reichertz, 2009). Although researchers use the term 

‘abduction’ differently, the common thread throughout is the idea of bringing a variety 

of potential explanations (in the form of theories or hypotheses) to whatever issue, 

puzzle, or data set is being considered and working through them in a logical manner 

in order to come up with the soundest explanation available (Miller and Brewer, 2003). 

In some of the literature on abduction the focus lies on the discovery of unexpected 

findings, in other words data which does not fit with existing theoretical models. The 

task of the researcher lies firstly in creating optimal circumstances for the discovery of 

unexpected or surprising findings; secondly, once these have been found, they must 

then create new theory based upon these unexpected or surprising findings 

(Timmermans and Tavory, 2012). 

 

3.4.2 Engaging with Existing Theory  

 

In terms of engagement with existing theories, although both abductive and deductive 

approaches require researchers to have an extensive understanding of these prior to 

collecting data or conducting experiments, there is a clear distinction between the two 

approaches. Researchers adopting an abductive approach do not choose a ‘favourite’ 

theory prior to undertaking the research and their objective is not to add support to or 

to disprove a predetermined theory or hypothesis, as is the case in deductive research.  

It was decided that a deductive approach was not appropriate in this study because it 

closes the door to the discovery of unexpected new ideas and understanding. In 

deductive research, the findings of the research can be unexpected in the sense that 

they are not the outcome anticipated however, the only outcomes that can result from 

this type of approach are those predetermined in the design of the study (Becker, 1996). 

This is not a criticism in a general sense because of course the deductive approach is 

of value in many instances. However, in this research the approach is not deemed to 
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be in alignment with the overall objectives of the study; the development of a 

theoretical framework for the management and promotion of employee wellbeing. In 

addition, the area in question, employee wellbeing, is still in its infancy and therefore 

providing room for new ideas to surface is of value. 

In contrast to deduction and abduction, researchers using inductive reasoning are 

advised to avoid engaging with existing theory until the end of the research process 

(Timmermans and Tavory, 2012, p. 173). The objective when using inductive 

reasoning is to place the data at the centre of the research and, in order to do this, 

researchers attempt to approach their data collection with as little prior knowledge of 

the existing theories in the area as possible. This is based on the assumption that prior 

knowledge of existing theories will in some way contaminate the analysis of the data.  

Timmermans and Tavory (2012) discuss the popular approach to research, often 

considered to be inductive in nature: grounded theory (Glaser and Strauss, 1967). 

Referring to grounded theory researchers, the paper explains: 

“From the beginning, then, their commitment to an inductive 

approach created an epistemological and practical dilemma: 

Researchers were admonished to generate new theory without being 

beholden to pre-existing theories, but they still required theoretical 

sensitivity based on a broad familiarity with existing theories to 

generate new theories.” (Ibid., p. 170) 

 

Although Timmermans and Tavory (2012) advocate the use of several grounded 

theory techniques, they do not support it overall due to the lack of engagement with 

existing theory throughout the research process:  

“Not taking current scholarship into consideration risks not only 

ignorance but also the rediscovery of a well-developed domain.” 

(p.181) 

 

Instead, they suggest the following: 

“As opposed to both grounded theory and approaches that assume 

that we address data “with our favorite theory” (Burawoy 

1998:16)…we must be neither theoretical atheists nor avowed 

monotheists, but informed theoretical agnostics.” (Ibid., p.169) 
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Therefore, because due to the nature of the primary aim of this study, both deduction 

and inductive reasoning have been ruled out as optimal methods of inference in favour 

of abduction.  

 

3.4.3 The Data Analysis Process: Combining Abduction and Thematic Analysis  

 

The approach taken in this study combines ideas borrowed from the abductive process 

detailed in Timmermans and Tavory (2012) alongside those borrowed from thematic 

analysis as explained in Braun and Clarke (2006). Abduction is used for the reasons 

detailed in the above discussion; it is a valuable approach given its engagement with 

existing theory and openness to new ideas. Thematic analysis is used in order to bring 

structure to the data analysis process and to guide the process from a practical 

perspective. The combining of ideas borrowed from each will be explained in what 

follows.  

In reference to using an abductive approach, from a practical perspective, 

Timmermans and Tavory (2012) suggest the following: 

“[Researchers]…should force themselves to take a relatively small 

data excerpt and work through it in detail in light of their theoretical 

expertise, trying to find as many possible ways to understand the data 

as can be found…Each casing abstracts and highlights different 

aspects of the phenomenon, rendering it comparable to different 

phenomena and turning it into a generalization that then can be 

linked to other fields and theories.” (p.177) 

 

The above advice is used in conjunction with that provided by Braun and Clarke (2006) 

in reference to thematic analysis. In the simplest of terms, thematic analysis can be 

defined as ‘a method for identifying, analysing and reporting patterns (themes) within 

data’ (Braun and Clarke, 2006; 79) 

The flexibility of this approach is often cited as one of its key advantages. Not only 

does it offer flexibility with regard to the methods with which it can be applied 

(Boyatzis, 1998) but it is also said to be ‘essentially independent of theory and 
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epistemology, and can be applied across a range of theoretical and epistemological 

approaches’ (Braun and Clarke, 2006) 

Whilst maintaining the benefit of flexibility in adopting this technique, it is also 

essential that it be conducted in a rigorous manner that can be explained and justified 

in order to overcome the potential criticism that ‘anything goes’ within qualitative 

research (Antaki et al., 2002). Braun and Clarke (2006) set out a six-stage procedure 

for thematic analysis as shown in Table 3.2 below. Some of these ideas are borrowed 

and used in conjunction with ideas borrowed from Timmermans and Tavory (2012) in 

order to guide the way in which the data in this study is analysed and theoretical 

framework developed.  

Table 3.2: Six-Stage Procedure for Thematic Analysis 

Phase Description of the process 

1. Familiarizing yourself 

with your data: 

Transcribing data (if necessary), reading and re-

reading the data, noting down initial ideas. 

2. Generating initial codes: Coding interesting features of the data in a systematic 

fashion across the entire data set, collating data 

relevant to each code. 

3. Searching for themes: Collating codes into potential themes, gathering all 

data relevant to each potential theme. 

4. Reviewing themes: Checking if the themes work in relation to the coded 

extracts (Level 1) and the entire data set (Level 2), 

generating a thematic ‘map’ of the analysis. 

5. Defining and naming 

themes: 

Ongoing analysis to refine the specifics of each theme, 

and the overall story the analysis tells, generating clear 

definitions and names for each theme. 

6. Producing the report: The final opportunity for analysis. Selection of vivid, 

compelling extract examples, final analysis of selected 

extracts, relating back to the analysis to the research 

question and literature, producing a scholarly report of 

the analysis. 

Source: Braun and Clarke (2006; 87) 
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3.4.4 The Analysis Process in this Study 

 

Drawing on Timmermans and Tavory (2012) and Braun and Clarke (2006) the 

following six-stage process for the analysis of the data in this study was constructed. 

1. All interviews were transcribed into separate word documents. While it would 

have been possible to outsource this time-consuming procedure, it is 

recognised that this process is a valuable first step in becoming familiar with 

the data, and therefore this task was undertaken fully by the researcher. 

 

2. Word documents were set to display line numbers. Each transcribed interview 

was worked through individually and was divided into small logical sections, 

each making an individual point. These sections varied in length from a few 

words in a single line to several lines, as long as the section makes sense and 

was in context.  

 

3. Initial codes were generated using index cards. As detailed in 2 above, the 

interviews were worked through one by one and each individual section was 

methodically processed, casing it according to the three alternative theoretical 

perspectives determining the various different explanations existing for each 

section of data. These were then coded accordingly. One piece of data could 

have several different potential meanings/explanations according to the various 

different theoretical perspectives, and a code was given to each. Each new code 

was hand-written at the top of a separate index card, and the reference to the 

interview in question and the specific section (according to line numbers) was 

noted on that index card. Each piece of data was analysed in this way. When 

new ideas were present, new codes on new index cards were created. When the 

data related to an existing code on an existing index card, it was simply added 

to that card (i.e. interview reference and line numbers added to the existing 

index card). This process was repeated for all of the data in all of the interviews. 

 

4. Themes were searched for. The resulting index cards were considered together 

and organised into roughly 30 groups. These groups of cards were then checked 
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against the full data set and reduced where possible, and this process was 

repeated several times. Final groupings resulted in four ‘themes’ which 

included various subthemes. As would be expected, each of these themes is 

relevant more to some particular theoretical perspectives than others. This 

provided the method of organising the data presented in the Findings chapter. 

 

5. Throughout the first four steps detailed above, notes were taken and these were 

then developed. The final analysis chapter was constructed by considering the 

findings presented in their themes in Chapter 4 alongside the notes and skeleton 

of the analyses for each of the three perspectives which was built up alongside 

the coding process.  

   

6. The final step was to use the themes alongside the three analyses in Chapters 4 

and 5 to develop the theoretical framework presented in Chapter 6.  

 

 

3.5 Data Collection Technique 
 

In this section, a detailed justification of the data collection technique employed in this 

research will be provided along with discussions of various associated factors. 

 

3.5.1 Interviews 

 

Interviews have been selected as the data collection method in this research. Interview 

types are often divided into three categories; structured, semi-structured and 

unstructured. As with every method there are both advantages and disadvantages to 

the different types of interview available to a researcher; what is important is that the 

researcher is aware of these and makes an informed decision based on this knowledge. 

In this section the three types of interviews identified above will be discussed briefly 

and the choice of semi-structured interviews for this study will be explained. 

 



96 

 

 

3.5.1.1 Structured Interviews 

 

Structured interviews require the researcher to develop a set of specific questions 

which will then be asked to each interviewee in exactly the same format in terms of 

order and wording. The objective is that every interview be as identical as possible. 

“Researchers attempt to be objective, neutral, and removed, and try 

to minimize personal interactions. The goal is standardization 

without improvisation.”  (O’Leary, 2004, p. 164) 

 

This leads to the collection of data which is relatively easy to compare and aggregate 

as there will be a set structure in line with the questions asked. In this type of interview 

the researcher is not usually permitted to ask follow-up questions or to probe for further 

detail or clarification. There is also limited opportunity for the interviewer to provide 

further guidance in the case that an interviewee misinterprets a question. With regards 

to this study one of the key drawbacks of this approach is that it leaves no scope for 

exploration; this approach is clearly not in line with an abductive approach employed 

in this study, due to the strongly predetermined nature of the technique. 

 

3.5.1.2 Unstructured Interviews 

 

The next approach to be considered is at the other end of the spectrum: unstructured 

interviews. In this instance the interviewer goes into the interview without set 

questions but usually with an idea of the key topics which he or she wishes to cover 

during the interview. As expected, this approach is in direct contrast to the structured 

approach: each interview is likely to be very different. This can make data analysis 

more challenging and there is also the risk that the interview will fail to capture data 

which is relevant to answering the research questions. The key advantage of this 

approach is the amount of flexibility that it offers and the diversity and range of data 

which can be collected. It is said to be of particular value when very little is known 

about the topic being studied (O’Leary, 2004). 
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3.5.1.3 Semi-Structured Interviews 

 

The approach chosen for this research is semi-structured interviews, which lies 

between the two extremes discussed above. In this approach the researcher designs 

questions to be asked but still retains the flexibly to explore interesting points as they 

arise during conversation and is able to provide clarification should confusion occur.  

“…these interviews are neither fully fixed nor fully free, and are 

perhaps best seen as flexible. Interviewers generally start with some 

defined questioning plan, but pursue a more conversational style of 

interview that may see questions answered in an order more natural 

to the flow of conversation.” (O’Leary, 2004, p. 164) 

 

Table 3.3, on the next page, provides an overview of the three types of interview. It 

should be noted that semi-structured and unstructured interviews can be used in both 

abductive and inductive research, and that the boundaries drawn in the table are 

artificially distinct for illustrative and explanatory purposes. 
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Table 3.3: Interview Types 

 Type of Interview 

 Structured Semi-structured  Unstructured 

Questions Set interview 

schedule, specific 

questions, often 

closed questions 

Key themes to be 

explored identified, 

questions drawn up 

from themes, 

flexibility to explore 

outwith questions 

Key themes to be 

explored identified 

but no questions 

drawn up  

Interviews Objective is that 

every interview be 

as identical as 

possible. Same 

wording and 

question order in 

each 

Each interview is 

likely to be unique 

however there will 

be common ground 

in that each 

interviewee will be 

asked the same basic 

questions 

Each interview is 

likely to be 

completely different 

given the high level 

of freedom and 

flexibility afforded 

by this approach 

Data 

gathered 

Set, structured data 

in line with 

questions. Can make 

coding and analysis 

easier  

There will be a level 

of comparability in 

the data gathered 

given the questions 

asked, however, 

there is also likely to 

be a level of diversity 

given the flexibility 

of the approach 

Great diversity in 

data possible, 

unstructured. Can be 

challenging in terms 

of coding and 

analysis 

Ideal in 

situations 

where: 

A lot is known about 

the topic and the 

objective of the 

study is to further 

confirm or refute 

existing theories 

Some 

knowledge/prior 

theorising exists on 

the topic however the 

objective isn’t simply 

to confirm or refute 

these but to further 

develop the 

knowledge in the 

area with new 

findings 

Very little is known 

about the topic and 

research is 

exploratory in 

nature. It provides 

interviewees the 

freedom to share 

their experiences and 

insights unhindered 

by structure 

Approach Deductive Abductive Inductive 

 

Source: Researcher’s own table demonstrating details regarding Types of 

Interviews. 
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3.5.1.4 Interview Mode: Telephone and Face-To-Face Interviews 

 

A combination of face-to-face and telephone interviews were used in this research. 

Ten face-to-face interviews were carried out and the remaining 15 interviews were 

conducted over the telephone. 

The primary consideration in terms of mode of interview was logistics as interviewees 

were based in various different locations across the UK. In cases where interviewees 

were located within Scotland, and therefore close enough to travel to, participants were 

given the option of either a telephone or a face-to-face interview. Interviewees based 

further afield were asked to take part in the study over the telephone. 

The literature on telephone interviews predominantly focuses on their use in 

quantitative research using structured interviews; there is much less focus on their use 

in qualitative research (Trier-Bieniek, 2012; Sturges and Hanrahan, 2004; Block and 

Erskine, 2012). Telephone interviews in qualitative studies are not always seen as 

comparable to face-to-face data collection and this mode is still viewed with a certain 

amount of suspicion (Taylor, 2002; Block and Erskine, 2012). The objective of this 

section is to provide assurance to the reader as to the comparable quality of the data 

collected by both modes of interview. 

Telephone interviews have been found to have an advantage over face-to-face 

interviews if the topic in question is of a sensitive nature. They can provide access to 

‘hard to reach’ groups, for example drug users, who may not be comfortable meeting 

the interviewer in person. Increased feelings of anonymity may also lead to more open 

and honest responses from participants (Sturges and Hanrahan, 2004; Block and 

Erskine, 2012).  In addition, there is increased flexibility with the use of telephone 

interviews as they can be conducted at any time and from any location (Trier-Bieniek, 

2012). Given that the topic of this study is not sensitive in nature and respondents are 

not deemed to be part of a marginalised group in society, the first two benefits are not 

relevant in this instance. However, the benefit of flexibility was a definite advantage 

and the use of telephone interviews allowed for an increased data collection that would 

not have been possible if only face-to-face interviews had been employed.  
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One of the key concerns about using telephone interviews is the possible difficulty in 

terms of building rapport which can be vital in gaining in-depth insights from 

participants (Shuy, 2002; Weiss, 1994). Although it is probable that building rapport 

in a face-to-face situation is easier than over the telephone there was no problem 

encountered in the telephone interview with regard to building rapport in the current 

study. This may be in part due to the fact that the researcher met a large proportion of 

telephone interviewees in person at conferences prior to conducting the interviews 

with them37. Another concern with telephone interviews is the lack of visual cues 

which an interviewer receives in a face-to-face scenario (Miller, 1995), however this 

is not deemed a big concern provided careful attention is given to verbal cues such as 

pauses. 

In this research the differences encountered in the two types of interview were 

minimal. In face-to-face interviews, note taking is recognised as having the potential 

to disrupt the flow of conversation and be distracting to interviewees (Miller, 1995); 

in the interview conducted on the telephone it was indeed easier to take notes 

unobtrusively. It was also found that there were fewer distractions: in some instances 

face-to-face interviews were conducted in relatively noisy environments such as the 

cafés in an interviewee’s place of work, this led to an increased possibility of 

distraction and also made transcribing more challenging. As noted above however, it 

is relatively easier to build rapport in face-to-face interviews in comparison with 

telephone interviews. 

 

 3.5.1.5 Comparability of Data Quality 

 

As two modes of interview are employed in this study, more important than discussion 

of the advantages and disadvantages of these individually is a consideration of the 

comparability of the quality of data gained as a result. In the current research, data 

gathered from both types of interview were considered with regards to overall length 

of interview, length of answers and depths of insights provided, and there were no 

                                                           
37 See section 3.7 for further details. 
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discernible differences found between the interviews conducted by telephone and 

those conducted face-to-face.  

This outcome is in line with the findings of Sturges and Hanrahan (2004) who 

conducted research using semi-structured interviews and gave interviewees the choice 

of either a telephone or face-to-face interview and specifically analysed the differences 

in data obtained. The paper found that the depth, nature, and quantity of the responses 

provided by the two alternative modes of interview were very close and therefore did 

not make any marked difference to the data collection.  

 

3.6 Sampling 
 

This section will provide an overview of the sampling strategy used in this research, it 

will discuss the two complementary samples included in the research along with 

specifics of the interviewees as well as details of participant recruitment. 

 

3.6.1 Sampling Strategy 

 

This section will explain the sampling strategy designed and implemented in this 

research. In quantitative research, where samples need to meet strict criteria in order 

to be suitable for statistical analysis, probability sampling is normally used. The 

objective is to create a sample which is representative of the population from which it 

is drawn. This approach however is not deemed appropriate or necessary in qualitative 

studies where depth of insights, as opposed to generalisability, is the objective. 

This research employs two sampling techniques, the first approach being purposive 

sampling which Ritchie and Lewis (2010) define as choosing interviewees with 

“particular features or characteristics” (p. 78)  which help to explore the phenomenon 

that the research questions wish to answer. In addition to purposive sampling, this 

research also employs opportunistic sampling which can be defined as: 

 “…adopting a flexible approach to meld the sample around the 

fieldwork context as it unfolds.’ (Ibid., p.82) 
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In the process of conducting this research there were opportunities to recruit 

participants through networking, for example at employee wellbeing conferences 

where delegates included individuals from both sample populations discussed below. 

Also, opportunities arose in interviews when interviewees spontaneously offered to 

make contact with other potential participants. 

It could be suggested that the snowball sampling technique is employed in this research 

because in several instances interviewees provided connections to additional 

participants for the study (as shown in Figure 3.1 and 3.2 later in this chapter). 

However, it is argued that this is instead a case of opportunistic sampling as explained 

above. There are two key types of snowball sampling, and the first of these was 

introduced by Coleman (1958) and Goodman (1961). This snowball sampling 

technique was designed for use in ‘not hard-to-reach’ populations and the objective 

was to understand the social connections in a given population in a statistical way 

(Goodman, 1961). The second type of snowball sampling was developed later by 

Heckathorn (1997) and was designed specifically for the recruitment of participants in 

‘hard-to-reach’ populations. In both instances the researcher employs the interview 

subjects as ‘research assistants’ asking them to refer the researcher to possible new 

participants (Biernacki and Waldorf, 1981). There are several reasons why the 

sampling technique used in this research is opportunistic as opposed to snowball 

sampling. Firstly, the researcher never asked any participants to provide details of 

other potential interviewees; in all cases shown in Figures 3.1 and 3.2 interviewees 

spontaneously suggested other individuals who may be relevant to the study. Secondly, 

the research is not of a sensitive nature and the research population is not deemed 

particularly hard to reach, which is a key aspect of one type of snowball sampling. 

Finally, this approach was not employed in order to map social connections in a 

statistical manner, which is the principle objective of the other form of snowball 

sampling.    
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3.6.2 Sample Size 

 

This section will explain the process followed in reaching a decision with regards to 

the overall number of interviews in the combined samples.  

“In quantitative studies, power calculations determine which sample 

size (N) is necessary to demonstrate effects of a certain magnitude 

from an intervention. For qualitative interview studies, no similar 

standards for assessment of sample size exist.” (Malterud et al., 

2016, p. 1753)  

 

This lack of clear guidance in terms of what constitutes an acceptable sample size 

within qualitative research can be a cause for concern over a lack of transparency on 

the part of researchers in terms of disclosing the procedures undertaken in order to 

reach the sample size used in their studies (Malterud et al., 2016)38. In order to alleviate 

concerns of this nature, and for decisions made with regard to sample size to be as 

transparent as possible, the concept of ‘information power’ as described in (Malterud 

et al., 2016) is used to explain the sample size in this study. 

Malterud et al. (2016) focus specifically on qualitative interviews and suggest that the 

higher the information power the sample holds, the smaller the sample size needs to 

be. They consider five categories which may affect sample size: aim, specificity, 

theory, dialogue, and analysis. These will now be considered in turn.  

The first category, ‘aim’, refers to the overall aim of the research, the suggestion being 

that the broader the aim of the research, the higher the sample size should be. In this 

study the aim could be said to be relatively broad. Although the area to be considered 

is clearly defined, there is also a deliberate level of flexibility in terms of what could 

be included in the study given the use of semi-structured interviews and an abductive 

approach. This suggests a medium to low level of information power for this category. 

The second category, ‘specificity’, refers to the experience and knowledge of the 

participants in the study and also the level of variation between participants. For this 

study, this category is deemed to be relatively dense as participants were selected based 

                                                           
38 It should be noted that this paper was published during data collection for this research, however it 

proved to be a very useful guide and provides a comprehensive overview of a number of areas which 

were taken into consideration in the decision made regarding sample size. 
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specifically on their experience in the area of employee wellbeing. The sample is 

divided into two sets of participants and participants are from different organisations, 

therefore a reasonable level of variation of experiences is also present in the sample. 

This suggests a high level of information power for this category. 

The third category is that of ‘theory’. As explained in section 3.5, the use of an 

abductive approach means that while a clear understanding of relevant theories is 

unquestionably essential, no single, specific theory is chosen to guide the research. In 

this instance the study could be said to fall somewhere in the middle of the continuum 

from ‘applied’ to ‘none’. This suggests a medium level of information power for this 

category. 

The fourth category is that of 'dialogue’. This refers to the dialogue between the 

researcher and the interviewees, which suggests that interviewee number can be 

reduced if there is “strong and clear communication between researcher and 

participants” (Malterud et al., 2015). This is something which can only be evaluated 

after data collection when interview recordings have been listened to and considered 

with this particular issue in mind. In this study, the quality of dialogue is considered 

to be strong, this is based on the length and depth of responses provided, the 

comfortable rapport between researcher and participants, and the trust demonstrated 

in terms of the sharing of large amounts of information. This suggests a high level of 

information power in this category. 

Finally, the last category to be considered is that of ‘analysis’ and whether one single 

case is being considered or whether a number of cases are included. As noted 

previously, this study includes a number of different organisations therefore there is 

need for a larger sample size than would be the case if only one were considered from 

different perspectives. This suggests a low level of information power in relation to 

this category.  

Taking all five categories into consideration we have the following; Medium-Low, 

High, Medium, High, Low.  

In addition to information power, Ritchie and Lewis (2010) suggest that qualitative 

samples should be relatively small, certainly when considered in comparison to 
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quantitative samples. Several reasons are given for this. Firstly, a phenomena of 

interest need only appear once for it to be taken into consideration in the analysis and 

provided effective analysis is conducted ‘there will come a point where very little new 

evidence is obtained from each additional field unit’. Secondly, unlike in quantitative 

research where large samples are often required in order to conduct reliable statistical 

tests, this is not a concern in qualitative research. Thirdly, ‘the type of information that 

qualitative studies yield is rich in detail’ this means that in order to adequately analyse 

the data collected, the sample size needs to remain reasonably small. Lastly, logistics 

and resources need to be considered. Collecting and analysing qualitative data is a very 

time-consuming process and it simply would not be feasible to do this if the sample 

size were too large. 

“As a very general rule of thumb, qualitative samples for a single 

study involving individual interviews often lie under 50. If they 

become much larger than 50 they start to become difficult to manage 

in terms of the quality of data collection and analysis that can be 

achieved.” (Ritchie and Lewis, 2010, p. 84) 

 

When all of the above were taken into consideration, the decision was reached that the 

sample size should be somewhere in the middle with regards to what is considered 

acceptable in qualitative research. Because the research takes different cases into 

consideration it was decided that a very small sample size of 10 or less would be 

inappropriate however, taking into consideration the issues discussed above, a sample 

that was very large was also considered inappropriate. The decision was made to aim 

for between 20 and 30 interviews between the two complimentary samples and this 

aim was in fact maintained as the interviews were conducted and the content of 

interviews and data provided was able to be incorporated into this decision. The overall 

number of interviews in the two complimentary samples is 25.  
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3.6.3   The Samples 

 

In this research two samples are drawn from two complimentary populations. The 

same issues are considered in the interviews in each of these samples, though specific 

questions are altered slightly in order to gain the most relevant insights possible39.  

 

3.6.3.1 Sample 1 Criteria 

 

The first sample was composed of individuals responsible for employee wellbeing in 

their respective organisations. In this instance, in terms of purposive sampling, the 

criteria were deliberately broad. These can be seen in Table 3.4. Although it is clearly 

recognised that generalisation is not possible in research of this nature, it was decided 

that focusing on one particular industry was also not in keeping with the research 

objectives. The issues within the area of employee wellbeing in the UK are not isolated 

to just one sector or industry and the decision not to restrict the recruitment of 

participants in this manner reflects this. The study was restricted to the UK because 

companies in different countries are viewed as being influenced by different forces 

with regard to legislation, government action, pressure from other organisations and 

cultural norms, therefore covering more than one country was deemed too extensive 

in terms of analysis. Table 3.4 below provides an overview of the inclusion criteria for 

sample 1. 

  

                                                           
39 Interview questions for each sample are provided in the appendices: Appendix 2.1 and Appendix 

2.2. 
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Table 3.4: Sampling Criteria: Sample 1 

Location UK Companies needed to 

have a base and employee 

population in the UK. 

They did not need to 

work only in the UK, 

however the interviewee 

had to be the individual 

responsible for the 

wellbeing of UK 

employees 

Size Large Small- and medium-sized 

enterprises (SMEs) were 

excluded due to their 

relatively small employee 

populations and therefore 

possible lack of 

management in this area 

Interviewee The individual 

responsible for employee 

wellbeing in each 

respective organisation 

In reality, this included 

HR professionals, OH 

professionals, Health and 

Safety professionals, and 

specialist employee 

wellbeing role holders 

Source: Researcher’s own table. 

 

3.6.3.2 Sample 2 Criteria 

 

The second sample is that of UK employee wellbeing consulting firms and service 

providers. The purposive criteria in this instance are simply that the organisations in 

question are employee wellbeing consultants and/or service providers and that they are 

based in the UK. Employee wellbeing is an issue which many companies choose to 

outsource either partially or completely. Initially, the research began with the 

organisation interviews40 however, after conducting four of these as well as attending 

employee wellbeing conferences in the UK, it became clear to the researcher that 

                                                           
40 As detailed in section 3.7.3.1 
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consulting firms and service providers in this area played a considerable role. The 

decision was then made to reach out to these companies and secure interviews. Table 

3.5 below details the inclusion criteria for sample 2.   

 

Table 3.5: Sampling Criteria: Sample 2 

Clients Large, UK based 

organisations 

Companies must have 

expertise in working 

with large, UK based 

workforces (i.e. the type 

of company in sample 1) 

Operations Consulting/service 

provider/combination of 

both 

Companies must be 

consultants and/or 

service providers in 

employee wellbeing 

Interviewee Head of company The interviewee must be 

the head of the company 

in order to ensure the 

ability to answer 

adequately the questions 

asked in interviews 

Source: Researcher’s own table. 

 

3.6.3.3 Interviewee Details: Sample 1 - UK Organisations   

 

In order to recruit UK organisations (sample 1), members of the Dundee and Angus 

Chamber of Commerce which met the sampling criteria were contacted via email and 

provided with details of the study, including ethical information, and invited to take 

part in the research. Despite the relaxed criteria for inclusion in the study only a small 

number of organisations (four in all) met the criteria, responded to the request, and 

agreed to take part in the study. In order to increase the sample size, opportunistic 

sampling was employed and a number of individuals who, together with the researcher, 

attended practitioner conferences on employee wellbeing, were invited to take part in 

the research. The researcher met these individuals at the conferences and asked for 

their contact details and whether they were happy to be contacted about potentially 



109 

 

 

taking part in the study. This then gave the researcher an opportunity to ensure that 

each individual and their company met the sampling criteria through an internet search. 

In addition, on two occasions, interviewees spontaneously offered to make contact 

with other potential participants. In both these spontaneous contacts and conference 

contacts, in cases where the criteria were met, the individuals were contacted by email 

and provided with details of the study, including ethical information, and invited to 

take part in the research. Figure 3.1 below shows the recruitment of participants in 

sample 1, organisation interviews. 

 

Figure 3.1: Recruitment of Participants in Sample 1 

 

Source: Researcher’s own figure. 
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Table 3.6 below provides further details of the organisations and interviewee roles in 

sample 1.  

Table 3.6: Sample 1: Organisation and Interviewee Details 

Type of organisation  Method of contact Interviewee role/title  Code 

Limited liability 

partnership (Llp)   

Dundee Chamber of 

Commerce  

Health and Safety 

Director (HS) 

OHS1 

Limited company 

(Ltd) 

Opportunistic 

sampling   

Occupational Health 

Director (OH) 

OOH1 

Limited company 

(Ltd) 

Dundee Chamber of 

Commerce 

Human Resource 

Director (HR) 

OHR1 

Limited liability 

partnership (Llp)   

Dundee Chamber of 

Commerce 

Human Resource 

Director (HR)  

OHR2 

Limited liability 

partnership (Llp)   

Dundee Chamber of 

Commerce 

Human Resource 

Director (HR) 

OHR3 

Incorporated 

company (Inc) 

Conference contact Wellbeing Consultant 

(WC) 

OWC1 

Limited company 

(Ltd) 

Conference contact Leader of Wellbeing 

Programme (LW) 

OLW1 

Mutual company  Conference contact Wellbeing Consultant 

(WC) 

OWC2 

Public limited 

company (PLC) 

Conference contact Occupational Health 

Director (OH) 

OOH2 

Limited company 

(Ltd) 

Opportunistic 

sampling 

Human Resource 

Director (HR) 

OHR4 

Source: Researcher’s own table. 

 

3.6.3.4 Interviewee Details: Sample 2 – Consulting Firms and Service Providers  

 

In order to recruit UK employee wellbeing consulting firms (sample 2), a list of 

potential participants was drawn up following a Google search of ‘UK employee 

wellbeing consultants’ and these organisations were contacted via email, provided 
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with details of the study and ethical information, and invited to take part. In this sample 

one interview arose as a result of the researcher making contact with the participant 

during a conference, the procedure was the same as explained above.  Opportunistic 

sampling was very valuable in recruiting participants for this sample; several 

interviewees spontaneously suggested they provide contact to other potential 

participants. In these instances the same procedure as detailed above in the previous 

section was followed. This process can be seen in Figure 3.2 below. 

 

Figure 3.2: Recruitment of Participants in Sample 2 

 

Source: Researcher’s own table. 
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Table 3.7 below provides further details of sample 2: consulting firms and service 

providers. 

Table 3.7: Sample 2: Organisation and Interviewee Details 

 

 

 Type of 

organisation 

 

Interview 

number 

Consulting firm + 

service provider 

(CFSP) 

Consulting firm 

(only) (CF) 

Service provider 

(only) (SP) 

1 CFSP1   

2  CF1  

3   SP1 

4   SP2 

5   SP3 

6 CFSP2   

7  CF2  

8 CFSP3   

9 CFSP4   

10   SP4 

11   SP5 

12  CF3  

13  CF4  

14  CF5  

15  CF6  

TOTAL 4 6 5 

Source: Researcher’s own table  
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3.6.4 Timing of Interviews 

  

The interviews were conducted between July 2015 and January 2017. The relatively 

long period of data collection was due to a variety of factors. Firstly, due to the use of 

opportunistic sampling, the researcher would attend a conference, secure a small 

number of interviews and then as a result of these interviews be referred on to more 

interviewees. This led to a wave-like pattern whereby a small number of interviews 

were conducted at a time and then there was a waiting period until the next opportunity 

to recruit participants. There was also the need to appreciate the busy schedules of the 

interviewees, and to fit the interviews around the teaching commitments of the 

researcher. Finally, there was a six-month period where the researcher was unable to 

conduct interviews having been signed off by the GP for health reasons.  

 

3.7 Ethics 
 

The primary objective when adopting an ethical approach to research is that:  

“…participants should not be adversely affected as a consequence of 

engaging in the research.” (Denscombe, 2010, p. 63)  

 

However, in addition to this, the following is also taken into consideration:  

“In order to maintain a climate of trust in the practice and outcomes 

of social research, it is inevitable that systems of ethical assurance 

will be established and will need to be maintained by all those 

engaged in work of this nature. The trust of the public, professional 

colleagues, those who commission and fund research and those 

being studied requires an effective system of ethical review, clear 

lines of responsibility and a manageable degree of independent 

overview.” (Iphofen, p. 2009) 

 

In line with these objectives, The University of Dundee operates a two-tiered system: 

six school-level committees (School Research Ethics Committees; SREC) are 

responsible for the maintenance of ethical standards in non-clinical research involving 
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human participants. These report to an overall body, the University Research Ethics 

Committee (UREC)41.  

 

As this research involves interviews with human participants it was necessary for 

ethical approval to be sought from the committees noted above prior to embarking 

upon the study. A detailed description of the planned study along with a participant 

information sheet and a participant consent form were compiled by the researcher. 

These were then examined and approved by the appropriate ethics committee in order 

to ensure as far as possible that the study met the highest possible ethical standards42.  

  

During the data-gathering process interviewees were provided with the participant 

information sheet and consent form for the study prior to interviews being conducted. 

They were asked to read this and then sign the consent form to confirm that they 

understood the information provided and were happy to take part in the research. This 

ensured that participants were both informed regarding the purpose of the research and 

also that they were made aware that their participation was entirely voluntary and that 

they had the option to remove themselves from the study at any point.   

 

3.8 Conclusion  
 

This chapter has outlined, explained and justified the various decisions which were 

made in the design of this study. It includes the research philosophy underpinning the 

study, the choice of a qualitative research approach employing semi-structured 

interviews of two complementary samples, and the use of an abductive approach 

combined with elements of thematic analysis in line with the objectives of the study. 

In the next chapter, the findings of the research will be presented.  

 

                                                           
41 For further details see: https://www.dundee.ac.uk/main/research/ethics/ 

 
42 The consent form and participant information sheet are included in the appendices: Appendix 3.1 

and Appendix 3.2 

https://www.dundee.ac.uk/main/research/ethics/
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4.1 Introduction 
 

This chapter presents and explores the findings of this research. A combination of an 

abductive approach alongside thematic analysis was used to analyse the data, as 

discussed in Chapter 3: Methodology. The analysis process led to the development of 

four interconnected themes each of which are considered in turn in this chapter. The 

four themes are as follows: 

Theme 1: Core Organisational Factors. This theme discusses the core factors existing 

within organisations which play a fundamental and underpinning role in the wellbeing 

of employees. 

Theme 2: Specific Wellbeing Initiatives. This theme discusses the various ways in 

which interviewees attempt to promote employee wellbeing in their respective 

organisations. 

Theme 3: Wellbeing Outcomes. This theme explores the various reasons why 

organisations may choose to take action with regards to the wellbeing of their 

employees. 

Theme 4: Barriers and Facilitators. This theme discusses issues which have the 

potential to act as barriers and/or facilitators to action being taken in this area. 

 

The research questions in this study are answered throughout the thesis however, they 

make up the backbone of this chapter in particular. The questions are as follows: 

1. What are the organisations interviewed for this research doing in the area of 

employee wellbeing; what are the motivating factors driving their action and the 

challenges they face? 

2. What role are consulting firms and service providers interviewed for this research 

playing in this area and what further insights can they provide into the actions of 

large UK-based organisations? 
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In regard to the answering of Question 1 above, the first part of this question is found 

in Themes 1 and 2 of this chapter with the drivers of action in Theme 3 and the 

challenges being found in Theme 4.  

Question 2 is answered throughout all four of the themes in that the insights from 

consulting firms and service providers are explored alongside those of the 

organisational interviewees. However, in addition this question is answered more 

specifically in the second half of Theme 2 (section 4.3.2).  

On the next page, there is a map of the themes which are explored in this research. 

This map shows the way in which the different subthemes within each theme interact 

with one another. At the beginning of each theme, the thematic map for that particular 

theme is provided again, along with a key. 
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4.2 Theme 1: Core Organisational Factors 
 

This theme will explore the core factors within an organisation which interviewees 

highlighted as playing a fundamental role in employee wellbeing. The factors 

discussed are related to the way in which an organisation operates overall. The theme 

is divided into six subthemes as can be seen in the thematic map below: 

 

Figure 4.2. Map of Theme 1 

 

The first subtheme briefly explores the views expressed by interviewees regarding the 

responsibility of organisations for the wellbeing of their employees. The following 

four subthemes (1.2 to 1.5) represent the core organisational factors identified, though 

this does not represent an exhaustive list, rather these are the particular factors which 

were discussed by the participants in this research. The final subtheme, Creating good 

workplaces, brings together the various ideas expressed in the four core subthemes. As 

can be seen in the map of this theme, subthemes one and six act as bookends to the 

four subthemes in the middle. Also demonstrated in the map is the idea that the four 

core organisational factors (the middle four subthemes) interact with one another. 

Organisational culture and values (subtheme 2) can be considered to be an overarching 

factor within organisations which influences the other subthemes. Line management 
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(subtheme 3) can also be understood as playing an influencing role on the other 

subthemes of Communication and employee involvement (subtheme 4) and Job design 

and role (subtheme 5).     

 

4.2.1 Employer Responsibility  

 

Many interviewees expressed the idea that employers are responsible, at least to some 

extent, for the wellbeing of their employees. For example, OWC1 and OHR4 shared 

similar sentiments: 

“People are spending more and more time at work so as an employer 

we do have a responsibility to employees to do the best thing for 

them.” (OWC1) 

 

“I absolutely think that if people are spending half of their lifetime 

with an employer, spending their days working for them then the 

employer has some kind of responsibility to ensure their wellbeing.” 

(OHR4) 

 

Interviewees, however, also expressed the idea that there was a joint responsibility 

between employer and employee, as OHR1 explained: 

“We have a responsibility to ensure that our people are in a good 

place mentally and physically, but there is a joint responsibility in 

that you need to look after your own mental and physical wellbeing 

– where that balance lies.” (OHR1)  

 

Connected to the idea of employer responsibility, OHR1 went on to explain the 

concept of employers having a moral duty of care towards their employees:  

“I think that is a moral responsibility. You have a duty of care for 

the people in your workplace, but I think you should also want to 

look after them because it is mutually beneficial.” (OHR1)  

 

OHR2 explained: 

“If you don’t care about your people you’ve really no business 

employing them.” (OHR2) 
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The responsibility of the employer with regard to the wellbeing of their employees was 

described in a number of ways which will be highlighted in the following subsections. 

 

4.2.2 Organisational Culture and Values  

 

A number of interviewees discussed the fundamental importance of organisational 

culture and values in everything that a company does, and in particular with regard to 

both its impact on employee wellbeing and the idea of using organisational culture and 

values to guide action taken in this area to ensure it is in alignment with the overall 

ethos of the organisation. OHR3 discussed the development of their company’s culture 

over time: 

“The company started with about seven employees…it has got 

bigger over the years so that culture was really there from the 

beginning – so it started as a small family and that culture has been 

maintained as they got a bigger and a lot of those people from the 

early days are actually still with us so we’ve got people with 25 to 

30 years’ service – it is good to see how happy and how loyal people 

are.” (OHR3)  

 

OWC2 discussed the way organisational values have been embedded throughout the 

organisation so that they are a core part of how it operates, rather than just being 

abstract concepts: 

“We all have performance plans that are quite detailed and they're 

not managed on just output, fifty per cent on output and fifty per cent 

on…our organisational values so you're actually measured on your 

‘organisational’ values and they're quite clear cut in terms of what 

does that actually mean against your job role…a lot of work has gone 

into actually this is what it looks like, these are the behaviours you'll 

see, so we're recruited and managed on behaviours as well as 

competencies and very clear pathways in terms of what that looks 

like, reviews, measuring, making sure that it is consistent across the 

organisation.” (OWC2) 
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OWC2 also discussed the importance of everything a company does being aligned to 

its organisational values, including work in the area of employee wellbeing: 

“I think that is absolutely key and it is revisiting everything that we 

do and if it isn't aligned to any of that then you have to question why 

are we doing it. So, I think we are revisiting what we do in our 

community space, etc. and if it isn't closely aligned to that perhaps 

we shouldn't do it.” (OWC2) 

 

Interviewees noted the role of culture and values with regard to setting up specific 

employee wellbeing promoting activities, as discussed further in theme 2.  For 

example, OLW1 discussed the way that their strong company culture acted as the 

foundation for the specific action taken with regard to promoting employee wellbeing: 

“The groundwork had been set for many years because there was a 

culture, a respectful environment, a 'thank you' culture, it's a culture 

of recognition and all of those things are there so that people feel 

loyal to the company, many have been there a long time and 

therefore wellbeing is very much, I would say, it was implicitly tied 

up in what we did.” (OLW1) 

 

OLW1 then went on to explain the impact of employee wellbeing on organisational 

culture:  

“…it really recognises the interconnectivity between employees and 

customers and shareholders that ultimately culture is so important it 

is such a driver of success and wellbeing really does influence that 

culture.” (OLW1) 

 

 

 

OLW1 also explained the impact of having an employee wellbeing programme (as 

explored in theme 2) on culture: 

“Creating something like this (a wellbeing programme) influences 

and changes the culture, so it's almost like chicken and egg, what 

comes first?” (OLW1) 
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In connection to the points made above by interviewees from organisations, the 

consulting firm and service provider interviews also highlighted a different side of the 

importance of culture, more specifically with regard to employee wellbeing. A number 

of interviewees discussed the idea of companies who invest money in wellbeing-

promoting activities but whose underlying culture is in conflict with the objective of 

improving employee wellbeing, for example, CF4 explained the following: 

“Just because somebody is doing wellbeing doesn't mean to say that 

there is a culture of it - a big law firm, they spend a lot of money on 

wellbeing 'stuff' but actually culturally they're very happy for their 

lawyers to work seven days a week, 14 hours a day charging money.” 

(CF4) 

 

CF5 provided a similar example: 

“Banks are a great example…of where huge amounts have been 

invested in making sure that individuals have access to health and 

wellbeing and they have the options to have screenings and so on. 

However, those banks think about it as an employee benefit, why? 

Because, in terms of their culture, if you are the individual who at 

lunchtime leaves the desk and goes and does an hour long workout 

in the gym that is on site at lunchtime and gets back to your desk 

about an hour and a half later you're not the one who is going to 

succeed at that business, the people who succeed are the people 

who…appear to be devoted to the business - the conversations are 

all around how much work, how long you're working for.” (CF5) 

 

SP5, whose organisation provides exercise classes, had had direct experience of this: 

“A number of years ago we could do classes that were one hour/hour 

and a half because people could take a long lunch break and then 

things changed and we found that all our hour long classes were 

absolutely empty – why? Because people felt that they were being 

monitored about how long they were out of the workplace.” (SP5)  

 

CF5 summed up this situation: 

“It is not a healthy culture therefore initiatives in health and 

wellbeing are destined to fail because no matter how much you pay 

and create opportunities people are not going to take those 

opportunities because it is not in line with the culture…it gives you 
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an idea how culture can get in the way of attempting to do the right 

thing.” (CF5) 

 

In the following quote CF3 highlighted the idea that culture ultimately comes from the 

top of the organisation and that it is this which determines the impact of wellbeing-

promoting activities: 

“Even when the words are good it is ultimately the culture of the 

organisation and that comes from the senior people which absolutely 

determines it.” (CF3) 

 

4.2.3 Line Management  

 

There was recognition in the interviews, across the board, of the important role that 

managers play in terms of employee wellbeing. Their role with regard to wellbeing 

was expressed on two levels. Firstly, that these individuals have the role of managing 

their teams and if this is not done in an effective manner this can have an adverse 

impact upon employee wellbeing, and secondly, that there is an expectation that line 

managers be specifically responsible for the wellbeing of employees they supervise in 

a more general sense. In terms of the first of these, when discussing factors that 

negatively impact employee wellbeing, CF6 simply stated:  

“A lot of it comes down to bad line management.” (CF6) 

 

Speaking more specifically about stress, OLW1 concurred:  

“I think the biggest thing that has had an impact at reducing the stress 

is better leaders and better managers because that is really where it 

starts.” (OLW1) 

 

In terms of the second, it was noted by several interviewees that managers also had a 

responsibility overall for the wellbeing of their team members and it was their duty to 

identify concerns within their teams. For example, OHR4 explained: 

“The managers are the front line and we need them to be able to 

recognise where there are issues within their departments.” (OHR4) 
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Also raised by interviewees was the shared understanding of the organisation’s role in 

supporting and training managers in order that they are able to complete their role 

effectively. OHR3 explained their organisation’s approach as follows: 

“HR have worked quite closely with learning and development and 

health and safety because we can give some very tangible examples 

of where managers have been needing support…training is targeted 

properly, and line managers are getting the support and the 

competence they need to be dealing with issues on a daily basis 

before things do become problematic.” (OHR3) 

 

OWC1 also explained their organisation’s approach in this area: 

“I suppose what we try to do is make sure that managers are equipped 

with the tools that they need to support their employees, so we might 

not be holding their hands every step of the way but we'll hopefully 

be signposting them to the right place that they need to go for the 

support they need.” (OWC1) 

 

OLW1 discussed that their organisation trains managers to be aware of this 

responsibility: 

“Training the middle managers to make them aware that they are 

responsible for the wellbeing of their teams which is something that 

they didn't appreciate, it's one of those assumptions we made.” 

(OLW1) 

 

In a similar vein, OHR4 explained the impact of training on wellbeing: 

“One of the things that we did was have all of our management team 

on the ILM 5 leadership programme…it's not directly linked to 

wellbeing but as an aside, wellbeing has improved because of 

removing these conflicts and stresses people have when they come 

to work.” (OHR4) 

 

OLW1 also highlighted the importance of supporting managers: 

“If you've got leaders and managers who are in a good place and feel 

supported then they will support their teams and will pass on those 

habits.” (OLW1) 
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OWC2 agreed, explaining: 

“We've got a lot of really great managers but sometimes they just 

need that support on what do I need to do, how do I go about it?” 

(OWC2) 

 

As the understanding of the extent of managers’ roles with regards to employee 

wellbeing extends, OWC2 continued by making the point that there must be a limit to 

this responsibility: 

“They're not there to fix everything; they're not a councillor but they 

do need to be able to signpost people to the right support services.” 

(OWC2) 

 

4.2.4 Communication and Employee Involvement 

 

There were many ideas and experiences put forward by participants regarding the 

value and importance of communication and employee involvement, including the 

issues which arise when these factors are not taken into consideration. This can be 

understood as being inherently wedded to the previous subtheme on line management 

in that the idea of communication and employee involvement are in large part the 

responsibility of the manager in any given situation.   

The importance of communication in terms of feeling valued within the workplace was 

discussed by a number of interviewees, for example OHR1 explained the following: 

“Communication is the fundamental thing that holds it all together; 

taking the time to listen, remembering to ask, remembering to feed 

back – sometimes it’s not so much about what you tell them, it’s 

about the fact that you tell them, they feel that they matter enough to 

tell them, whether it is good news or bad news; whether there is 

something to tell them or nothing to tell them that you 

communicate.” (OHR1) 

 

Along similar lines, CF6 stated:  

“I think a really big thing is not feeling listened to.” (CF6) 
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OHR4 explained the impact of training which improved communication, and 

indirectly wellbeing, in the following: 

“The leadership programme, the driver for that was poor 

communication between different managers and between managers 

and their teams and the impact that that was having on the work that 

was taking place, so there was no direct decision making in terms of 

wellbeing but it's been a consequence of it.” (OHR4) 

 

The interviewee then went on to explain: 

“Everyone within the business has their MBTI (Myers Briggs Type 

Indicator) so we have that so that people have an understanding of 

the people they work with and what makes them tick so we can use 

that information to get a better idea about how you would approach 

someone about something, so that has really helped in terms of the 

communication and again indirectly on wellbeing and relationships, 

it's building relationships within the business.” (OHR4) 

 

CF1 explained the importance of communication in terms of problem solving as well 

as engagement: 

“Most of the problems that happen along the way can be solved by 

communication and apart from the fact that you solve the problems 

that you maybe weren’t aware of it also makes staff feel much more 

engaged." (CF1) 

 

In keeping with the theme of problem solving, a number of interviewees explained the 

importance of communication in terms of feedback, for example OHR1 explained: 

“I genuinely believe that the people who do the work must have the 

best ideas in terms of how to improve. Particularly at the top of the 

hierarchy…your day-to-day visibility of what goes on at grassroots 

level is limited and you really do need to rely on the people to tell 

you what is happening; solutions are all about people.” (OHR1) 
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Along similar lines OHR3 explained part of their organisation’s approach: 

“We look at everything on an individual basis, we involve people, 

we’ve got different work groups, we’ve got a health and wellbeing 

workgroup.” (OHR3) 

 

In contrast, OHR4 described experiences where employees have not been involved: 

“The higher-level decisions are made at board level, there's not as 

much of employee engagement as, from an HR side, we would like 

to see within the business. Things are still very much decided and 

put into place without the involvement of individual managers 

within the business or individual associates.” (OHR4) 

 

“It's been top down with the things that have come in…anything that 

comes from the board is not - it's prescribed to people rather than 

discussing with them and seeing that that is the best possible way 

and it is very frustrating.” (OHR4) 

 

OHR4 then went on to explain the negative impact of this approach on initiatives put 

in place: 

“…a lot of initial resistance to it and again I just think that comes 

from the way that it was put into place so yeah, I absolutely think 

that because there wasn't that buy in at the planning stage that this 

was something that was being done to them, not with them, so 

obvious resistance, which was managed at the time, but there was no 

need for it in the first place, it could have been dealt with in a 

different way.” (OHR4) 

 

 

From this perspective OHR1 summed up the importance of employee involvement: 

“If someone has been part of the decision making process they are 

more likely to buy into it and more likely to adopt the principles, so 

I really do think it is important.” (OHR1) 

 

In terms of employee engagement and feedback, a number of interviewees explained 

their approach to ensuring that these are as impactful as they can be: 
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“We also have an annual staff survey…that is run externally by an 

external company for us and we get over ninety per cent 

response…quite a few years ago it was built into all the divisional 

directors’ performance plans, the results, so their bonus 

was dependent on what they did about those results, they were 

delivered out to a team level and I think there were more than ten 

people in a team so that they take ownership and ask what are the 

issues and what is your action plan?” (OWC2) 

 

“You tell us your views; if it is negative on any of the areas, action 

plans are developed and measured so that, actually, your voice is 

heard.” (OWC2) 

 

OHR3 also explained how their organisation ensures that action is taken based on 

employee feedback, and that evidence of this action is made available to staff: 

“It was important to put up a lot of the feedback we’ve received and 

looked at how we’ve implemented it. So it was visible. Took a good 

half a dozen or more as evidence to show that the comments really 

count: they’re really important.” (OHR3) 

 

Tying it back into organisational culture, OLW1 explained: 

“We talk about people all the time and there are various mechanisms 

in the company to actually track and get employee feedback all the 

time. This has been going on for a long time and we religiously when 

we do employee feedback surveys we look at the results, analyse 

them and take action based on them so I would say that in the time 

I've been at this company there has definitely been a people first 

culture.” (OLW1) 

 

OHR3 explained part of their organisation’s approach: 

“I’ve been here a lot of years and the culture has always been one of 

involvement, and we’ve got staff representative groups…we have 

staff reps for our companies and every three years new groups will 

be elected, so right from the word go staff are involved in negotiating 

things like terms and conditions; for all HR policies staff are 

consulted.” (OHR3) 
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4.2.5 Job Design and Role  

 

The final core organisational factor is that of job design and role. Interviewees shared 

their views on the importance of firstly, employees having a clear understanding of 

their role and how it fits into the overall organisation and, secondly, that the jobs people 

have are well designed due to the significant impact this can have on wellbeing.  

OWC2 highlighted the importance of understanding where one’s role fits within the 

organisation:  

“If you don't know what your role is and how it fits into the 

organisation…I think we're very careful to make sure that 

everybody, wherever you are in the organisation understands their 

position.” (OWC2) 

 

CF2 discussed the work they are doing in terms of job design: 

“We've got a road map of activities that we're trying to do, and on 

that job design…is one of our strategic themes that we're working 

on.” (CF2) 

 

“We did a knowledge search on job design, and the amount of 

automation that is going to go on over the next twenty years is going 

to be significant and, through that, we are getting more involved with 

some of the automation projects that are going on…so that we can 

try and influence them a bit more around health and wellbeing and 

the idea that these roles have got to be satisfying for individuals.” 

(CF2)  

 

CFSP3 discussed a service the firm offers organisations, working with their clients to 

ensure that individuals are in roles which fit their skills and personalities. So, for 

example, ensuring an outgoing person who likes engaging with people is in a 

customer-facing role whereas an introverted person is a ‘behind the scenes’ role. 

“We go into different facilities – so we’ll go into chiropractic clinic, 

physiotherapy clinic, small hospitals, dental clinics – and improve 

their efficiencies, and it is basically by evaluating: are the people in 

the right position? Most of the time we determine that they have 

problems with their scheduling and they have people in the wrong 
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positions…And we do training and coaching and patient 

communication.” (CFSP3) 

 

CFSP3 went on to explain the impact that this has on the employees and also the 

positive knock on effect for the organisation: 

“They are happier in their positions, they have a better fit with what 

they are doing and that turns into better patient outcomes, patient 

satisfaction; the patient experience is better because the people are 

happier.” (CFSP3) 

 

4.2.6 Creating Good Workplaces  

 

All of the core organisational factors could be argued to come together as the concept 

of creating good workplaces. This idea was articulated by a number of interviewees, 

for example, OWC1 explained: 

“We want people to feel that ‘our organisation’ is a special place to 

come to work rather than being the enemy that pays the bills that 

they can't get rid of; we want people to actually genuinely want to 

come to work.” (OWC1) 

 

And OHR4 explained: 

“What I have tried to promote is that if you take money off the table 

and just make it so that people are paid enough so that they don't 

need to think about money that is what people want, that is what the 

evidence is showing at the moment, they're looking for an 

environment where they are happy at work so we try to create that 

as much as possible.” (OHR4) 

 

The aspects discussed in this section are said to be overlooked at times in the promotion 

of employee wellbeing, for example OOH2 explained:  

“I'm responsible for workplace, worker and organisational 

wellbeing, which if you've got a great organisation, all the 

infrastructure in place will impact people's personal wellbeing…you 

won't find many organisations that have actually joined the dots in 

that regard.” (OOH2)  
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CF4 expressed the following view: 

“If you ask employees what it is about their work that impacts their 

health or their wellbeing, it will be things like shift work - it won't 

be 'I love the Pilates class they put on on a Friday afternoon', it is 

usually around job design and managers.” (CF4) 

 

The interviewee went on to explain: 

“I would like to get away from the promotional stuff - so what I'd 

like to see is all this tactical fluff that is flying around - I'd like to see 

that take a bit of a backseat and more strategic things that look at job 

design and culture, that is all there to support employees, come more 

to the fore.” (CF4) 

 

OLW1 suggested the following: 

“Many of the wellbeing programmes, the more mature ones in the 

UK, are quite young. In truth, the results you see are the result of 

long-term habits, organisational habits, as opposed to the wellbeing 

programmes themselves.” (OLW1) 

 

This was echoed by OOH2’s comment: 

“If you've got a great organisation, all the infrastructure in place will 

impact people's personal wellbeing.” (OOH2)  

 

4.2.7 Concluding Remarks 

 

This theme has considered the core organisational factors which the interviewees 

articulated as impacting on the wellbeing of employees. It is important here to reiterate 

that the factors reported in this section do not represent an exhaustive list, but rather 

are those raised by the interviewees in this research. The subthemes in this section 

have been arranged in the order they have to demonstrate the way in which the different 

factors interact with one another, with organisational culture and values acting as 

something of an overarching factor. The next section of the Findings chapter will 

explore the theme of specific employee wellbeing promotion. This is the understanding 
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gained through the interviews of the actions, views and experiences of interviewees 

with regards to specific employee wellbeing initiatives and strategies. 

 

4.3 Theme 2: Specific Wellbeing Initiatives  
 

In theme 1, the relationship between the way an organisation is run (i.e. its core 

organisational factors) and the wellbeing of its employees was explored. In this theme, 

theme 2, the focus shifts to the more specific ways in which a company may choose to 

promote the wellbeing of its employees. In this theme, the approaches that the ten 

organisations interviewed take with regard to specific employee wellbeing promotion 

will be explored alongside the various offerings of this nature provided by the fifteen 

consulting firms. This is the only theme in the research where the two sets of interviews 

will be separated and considered individually. This theme is therefore divided into two 

main sections; the first considers the data from the company interviews and the second 

considers the data from the consulting firm interviews. The reason for dividing the 

findings in this way is simply to increase clarity in terms of answering the research 

questions. Due to the dividing of the two sets of interviews, the layout of this theme is 

more complex than the other three themes in the research. The thematic map and key 

below show the way in which the theme is presented. 
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4.3.1 Organisation Interview Insights  

 

When considering the data from the ten organisation interviews, it became apparent 

that whilst there are some similarities between their approaches there are also many 

differences. On closer examination, it became possible to divide the ten companies 

into two groups based upon their approach to specific wellbeing initiatives. The first 

of these groups includes five organisations which are doing very limited amounts in 

this area with some at a place of considering taking further action. The second group 

includes the other five organisations in the sample which, in contrast, take a much 

more proactive approach to the area. The two groups have been named according to 

the labels provided by McAdam (1973) with regard to social responsiveness43. Table 

1, below, shows the organisations in each group. The varying approaches of the 

organisations will be explored in this section and the discussion will be structured 

around these two groups.  

 

Table 4.1. Organisational Groupings 

Group 1: Do only what is required  Group 2: Be progressive/Lead the industry  

OOH1 OHR3 

OHR1 OWC1 

OHS1 OLW1 

OHR2 OWC2 

OHR4 OOH2 

Source: Researcher’s own table.  

 

4.3.1.1 Group 1: Do Only What Is Required  

 

As explained in the Introduction, this group includes the five organisations in the 

sample which were the least proactive in terms of specific employee wellbeing 

promotion. In what follows, the approach that these companies take will be explored. 

To begin with, the most popular employee wellbeing-promoting activities in this group 

will be discussed; the provision of employee assistance programmes (EAPs) and 

                                                           
43 This will be explored in section 5.4.2.1 of the next chapter.  
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private medical insurance. Next, the insights into the limited nature of these 

organisations’ action in this area will be explored alongside the idea of initiatives being 

stand alone as opposed to being part of an overall strategy. Finally, consideration will 

be given to the interest expressed by some interviewees in taking a more proactive 

approach to employee wellbeing in the future.  

 

4.3.1.1.1 The Most Popular Initiatives: EAPs and Private Medical Insurance 

 

Employee Assistance Programmes (EAPs) offer something of a base line when it 

comes to specific employee wellbeing promotion. Even in this group which is less 

proactive in this area, all of the organisations, aside from one (OHS1), offer their staff 

an EAP. However, as OHR4 explained, their organisation’s EAP is not something 

which it actively sought out, but rather it is a benefit which just happens to be part of 

their HR programme: 

“We have a programme that we use that allows for people to have a 

confidential helpline and a confidential counselling service as well, 

and that comes as part of the HR programme that we use to manage 

all of our documentation and all of our processes. Had that not been 

included as part of the HR programme I'm not sure we would have 

that in place.” (OHR4) 

 

Not only did organisations explain that EAPs were available to staff, they also said 

that it was something which staff used. For example: 

“We have an EAP…that gives telephonic or face-to-face counselling 

and I do know that people are using it.” (OHR1). 

 

There was also positive discussion of private medical insurance during these 

interviews and, in particular, of the idea that the benefits of having this in place are 

more tangible than other wellbeing related initiatives.  OHR2 explained their 

organisation’s provision: 

“We do have Bupa here. That has an obvious impact because I’ve 

had people here who have paid their £100 or whatever, then had their 

assessment and then had their knee/shoulder operations much 
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quicker…you can tie that in very quickly in terms of cost benefit 

analysis – I’ve never actually pulled any figures here – but you know 

if people use it then they can get access to service much quicker.” 

(OHR2) 

 

4.3.1.1.2 Limited Action Being Taken 

 

As explained in the Introduction, the five organisations in group one are less proactive 

when it comes to specific employee wellbeing promotion than the organisations in 

group two. The organisations in group one are not necessarily against the idea of 

wellbeing initiatives per se, however, they are not currently going out of their way to 

implement them, as OOH1 explained: 

“Things like smoking cessation and healthy eating are far better done 

by those agencies that are funded to do that. For example, if the local 

smoking cessation group wish to do a push on smoking cessation we 

will support their efforts within the workplace and publicise and 

support it but we’re not going to start an initiative ourselves.” 

(OOH1) 

 

The idea of taking a hands-off approach towards employee wellbeing is something 

which was mentioned in several of these interviews. OHS1 explained their 

organisation’s approach as follows: 

“Pretty hands off – not a lot of back up provided in many of the areas 

that are to do with welfare…I would suggest that if someone has 

problems they would get support, but there is not a policy in the 

firm.” (OHS1) 

 

This is in line with the idea that the approach these companies take is limited to what 

they are required to have in place from a legislative perspective, as explained by 

OHR2: 

“We will do things that are legislative for the factory, so we do things 

like health surveillance, (e.g. vibration surveys) and we use an 

external occupational health company that will come in on site – we 

get a nurse every couple of months who will go through, assess them 
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and take blood pressure, etc. also night surveillance questionnaires 

and follow-ups because that is all legislative really.” (OHR2)  

 

Along similar lines, OHS1 explained: 

“There is not a lot of support out there, I mean the only thing that 

‘we’ do are things forced by statutory obligation. For example…if 

an employee is working with a screen and, according to their 

opticians, as a result they now need glasses and they are willing to 

state that this is part of the problem then they (the organisation) will 

contribute towards a pair of glasses.” (OHS1) 

 

4.3.1.1.3 Potential Future Interest  

 

Whilst the companies in this group do not currently have very much in place with 

regard to specific wellbeing promotion, it is important to note that they are not all 

against the idea of changing this. Aside from OOH1, who expressed a strong desire to 

steer clear of more specific wellbeing initiatives (i.e. anything not in theme 1) and 

OHR4, whose organisation was deliberately reluctant to put anything of this nature in 

place, the other three organisations in this group all discussed potential for more to 

happen in this area in the future. OHS1 explained: 

“The new side of things, for example firms providing fruit for their 

staff, are all slowly beginning to percolate. I don’t know whether we 

are going to do it but I know we are looking at it at the moment, that 

kind of thing to encourage employee health.” (OHS1) 

 

And OHR2 stated: 

“I would say our wellbeing is more a reactive to something 

happening at the minute. We have looked at – we have had a few 

companies contact (us)…I think it’ll be next year in terms of pulling 

together an employee package which might include a wellbeing 

aspect.” (OHR2) 
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OHR1 discussed the potential for the organisation to take action based on the 

following: 

“Earlier this year we had somebody in…he came in and talked about 

bringing in these road shows of health, nutrition and wellbeing and 

a more focused approach.” (OHR1) 

 

One of the key areas which sets the organisations in group one apart from those in 

group two is that if group one organisations have specific employee wellbeing-

promoting activities in place, they exist as stand-alone initiatives as opposed to being 

part of an overarching employee wellbeing strategy. An example of this is provided in 

the following quote from OHR1: 

“Quite a few of us are quite sporty… so we encourage wellbeing 

from that perspective – so we’ve done the Lairig Ghru (well-known 

hill-pass in Scotland), we’ve got a person who’s just done the Three 

Peaks Challenge – and we all support them in their efforts in terms 

of fundraising and we encourage that and publicise that on the hub 

in terms of people’s successes. So there are things like that being 

done but it’s at an office level but it’s not all linked together at a 

company level.” (OHR1) 

 

4.3.1.2 Group 2: Be Progressive/Lead the Industry   

 

The five organisations in group two are part of this group due to the strong approach 

they take with regard to specific wellbeing initiatives. This section will begin by 

considering the extent of these provisions, including the idea of having a wellbeing 

strategy in place, and will then move on to discuss the idea of taking a focused 

approach to the promotion of employee wellbeing.  

 

4.3.1.2.1 Employee Wellbeing Strategies 

 

This quote from OWC2 explaining their organisation’s approach demonstrates the vast 

difference between the level of specific employee wellbeing promotion documented 

in group one organisations compared with those in group two.  
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“We have an EAP that has three strands to it, so psychological 

services are offered through there, and the trauma support, we've got 

occupational health services…we have private medical health 

cover… we have a number of wellbeing initiatives…we run 

wellbeing campaigns, we do the usual things like stop smoking, we 

work with…a third party that does our catering services they run…a 

comprehensive healthy eating choice programme and I think this 

year they are going to be looking at running seminars and ‘lunch and 

learn’ type things for people who want to go, we always do a mental 

health promotion each year although it's all ongoing but we do a 

bigger push on it normally around October time.” (OWC2) 

 

Similar offerings were found in all five of the organisations in group two, although 

there are some differences in their individual approaches. As mentioned previously, 

one of the things which differentiates the approach taken by the organisations in group 

two as opposed to those in group one is that they all have an employee wellbeing 

strategy in place instead of simply running stand-alone initiatives. In what follows, 

OWC2 explained the development of their company’s strategy:  

“We did two years ago realise that we hadn't really got a wellbeing 

strategy, we did a lot of great stuff and we've had a lot of great stuff 

for a long time but it's not pulled together anywhere in any sort of 

cohesive manner so…when we sat down and really…looked at 

wellbeing, we developed four key areas…and so what we've done is 

we've developed and launched a strategy, got a new wellbeing 

intranet site and actually pulled everything there so if you look up 

wellbeing you can find our policy statement or mission statement 

around that.” (OWC2) 

 

Not only do the organisations in group two all have employee wellbeing strategies in 

place, these strategies are, to varying degrees, built into wider organisational strategy. 

OLW1 explained the contribution their organisation’s wellbeing strategy makes: 

“We talk about wanting a more resilient workforce; we want to 

support people and have a healthier culture; we talk about that as a 

pillar, it is very much built into our people strategy, so it is one 

element of our people strategy.” (OLW1) 
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4.3.1.2.2 Taking A Focused Approach 

 

Another issue which came through the interviews with the group two organisations 

was their focused approach to specific employee wellbeing promotion. OWC1 

provided two interesting examples of this: 

“One of the things that we knew was coming through the data was 

that we had equal amounts of males and females going through psych 

referrals…but we knew that our male population was much higher - 

same with our EAP utilisation, and we've also done quite a bit of 

work into it and we knew that we had quite high suicide rates…so 

we were like, okay what can we do to focus on men's health? …we 

work with a company who have an ex-medical director of a football 

club, we thought that if people see that they're probably more 

inclined to want to join in than if it were a clinical psychologist and 

that went really well and it got some really good feedback and he 

talked about mindfulness and stuff and I got a few people who 

stereotypically would never even have thought of mindfulness who 

were actually paying attention to it.” (OWC1)  

 

“We had 40 breast cancer claims go through our private medical last 

year but 26 were dependents so we…decided to focus on support and 

awareness. We did a WebEx which was all about how to talk to 

people with cancer and what types of things to say to them; how to 

approach things with people who are going through those sorts of 

experiences rather than signs and symptoms…and that went down 

really well and we had a lot of men join that one as well, fathers or 

husbands – so that did go well.” (OWC1) 

 

OLW1 explained their organisation’s approach and how attention is focused on the 

issues specific to their employees: 

“I thought about the employees as customers, so we segmented and 

understood the problems which were stress, musculoskeletal, and 

obesity. We used the same kind of market assessment that we did 

and we found out what the problems were, then we worked out what 

are the interventions, what should we actually do to change that?”  

(OLW1) 
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OOH2 discussed their organisation’s use of data: 

“What we are trying to get to is that we capture this data and then we 

can be really quite targeted about what interventions should we put 

in. Are we the same as the UK demographic or have we got a 

different demographic? You know obesity is 60 per cent of the adult 

UK population, is that true for us? What are we going to do about 

it?” (OOH2) 

 

As can be seen from the two sections above, there is great disparity between the 

approaches of different organisations. In the next section, the approaches of the 

consulting firms and service providers interviewed for the study will be considered; 

there is also a lot of variety in their methods. 

 

4.3.2 Consulting Firm Interview Insights 

 

Having considered the insights from the organisational interviews in the previous 

section, this section will now present the findings with regards to the specific 

approaches of the consulting firms and service providers in the study. 

 

4.3.2.1 Assessing Client Organisations 

 

It was clear from the interviews that for many of the firms in the sample, two of the 

important initial tasks they undertake are those of assessing client organisations’ 

current position with regards to employee wellbeing, and also helping interested 

individuals within these organisations to sell effectively the idea of investing in this 

area to senior decision makers in their respective organisations.  

“I now realise that even though a lot of companies say they are doing 

something/want to do something, they don’t have the specifics of 

how exactly they are going to do it and exactly what they are going 

to get out of doing that; it’s all a bit vague…I’ve developed a kind 

of template of what exact steps you would need to take in order to 

work out where you are at, where you want to be, and how you can 

get there.” (CFSP1) 
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“I deal with multi-nationals…in those kinds of organisations they 

have individuals who are set up to be leaders of wellbeing or have 

very specific wellbeing responsibilities as part of their daily 

roles…we help them talk to the leaders of the business to help them 

express the value of what they are trying to do and if they're putting 

through a strategy change…then we will be helping them explain 

why that strategy change makes sense and how they should be 

selling it.” (CF5) 

 

CF5 went on to explain: 

“We do something called a wellness audit - it is around assessing 

where they (client organisations) are at the moment…which gives 

them insight to understand why their current interventions are not 

delivering behaviour change and are therefore not getting the results 

that they wanted.” (CF5) 

 

Along similar lines, with a financial focus, CF2 explained: 

“We've developed a cost benefit analysis tool for companies to be 

able to track how their own investments are going and the reasons 

behind getting involved.” (CF2) 

 

 

4.3.2.2 Different Approaches 

 

Having succeeded in getting the client organisation on board, the consulting firm can 

then move on to put its own specific approach into practice. In this section, the various 

different approaches taken by the firms in this sample will be explored. 

It is possible to organise the approaches of the various firms in the sample roughly into 

four areas. These include:  

1. focusing on resolving or improving a specific issue connected to employee 

wellbeing; 

2. focusing on one particular intervention which has the potential to impact a 

variety of wellbeing related issues; 

3. focusing more generally: applying various interventions to tackle a variety of 

employee wellbeing-related issues; and 
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4. taking an evidence-based approach to guide advice given and action taken. 

 

These four approaches are not necessarily entirely mutually exclusive, however, the 

data supports the idea that each of the firms in the sample can be placed into one of 

these categories based on their primary focus. In what follows, each of these categories 

will be explored.  

 

4.3.2.2.1 Specific Wellbeing Issue 

 

CF1 focused on improving employee engagement:  

“I spoke to an HR director of a large bank and he said that what keeps 

him awake at night isn’t finding and recruiting people, it’s keeping 

them happy and motivated and still doing a good job a year later. It 

made me think that there is a lot more value in helping organisations 

really understand how to keep their people engaged and motivated.” 

(CF1) 

 

CFSP3 on the other hand, chose to focus on musculoskeletal problems. In the 

following, their organisation’s approach is explained when an employee comes to one 

of their onsite clinics: 

“If someone comes into us and they have lower back pain, we do a 

full history from childhood to present…we address the chemical, 

physical and emotional components of health.” (CFSP3) 

 

SP1 focused mainly on getting employees who have been off for a long period of time 

back to work: 

“When we work with companies we initially have a batch of people 

who come to us for absenteeism – long term sickness…. What 

happens over time is that the occupational health and their EAP learn 

what we are doing so we get people being referred to us straight away 

because they know we can solve the problem. Similarly, once 

managers know about it they might start to be proactive about it so 

we get the referral before they’ve actually gone off work and that is 

a pattern that is developing over time.” (SP1) 
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In the above quote, it can be seen that whilst their relationship with a client 

organisation may shift over time, the focus remains on reducing absenteeism.  

CF5, however, focused on improving employee productivity: 

“It is about how to create organisational performance from 

improving the performance of individuals - getting them more 

productive because of them practicing healthier habits.” (CF5) 

 

 

4.3.2.2.2 Specific Intervention 

 

In the above examples, the companies involved used various approaches to resolve 

specific issues. As noted previously, an alternative method that some companies 

employ is that of focusing on a specific intervention which has the potential to impact 

a variety of wellbeing-related issues.  

For example, SP2 works with people at various levels within organisations teaching 

mindfulness. In what follows, SP2 explained the impact of their work:  

“From a health perspective you are much healthier and happier, 

sleeping better, and much better relationships with themselves and 

others, so their working relationships become much better. From a 

leadership point of view, they are much more strategic and creative, 

they have much better relationships in work.” (SP2)  

 

The provision of medical services was also mentioned in a number of interviews, as 

explained by CFSP4: 

“I think there are concerns around access to state provision of NHS-

type services, so access to see a GP or access to see a nurse has 

become a growing and greater request from companies.” (CFSP4) 

 

Finally, there is the provision of gym access, whether this be access to an onsite gym 

or access to an offsite gym at discounted rates, as SP4 explained: 

“A lot of people will join through knowing that we have a corporate 

relationship with their organisation and therefore they can benefit 

from a discounted membership. We also have a really large footprint 
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in corporate gyms…across the UK where there is a gym facility 

within that corporate entity.” (SP4) 

 

Interestingly, SP4 went on to explain a shift from focusing only on the physical 

component of health to also considering the mental component: 

“Physical activity is really important, but so is mental activity and 

mental exercise and there is still nowhere near enough emphasis 

either within the health club world or the work environment to 

recognise the benefit of doing some kind of mental exercise to 

improve our mental wellbeing. We’ve had some resonance already 

in that we’ve brought in mindfulness classes onto our studio 

timetable; we had a talk earlier and we had about sixty people turn 

up and we did a great piece on mindfulness.” (SP4) 

 

 

4.3.2.2.3 General Focus 

 

Yet another approach is to apply various interventions to tackle a variety of employee-

wellbeing related problems. CFSP2 described how the company takes this more 

general approach: 

“Some companies come and ask about absence reduction for 

others…trying to reduce employee stress. Or it could be something 

to do with employee satisfaction…or some want us to come in and 

run the health plan for them or to do a series of health assessments 

or workshops to try and engage their employees to start thinking 

about their own health, not just at work but also out of work as well.” 

(CFSP2) 

 

SP3 takes a similar approach and offers client organisations various options, including 

health roadshows, wellbeing-awareness days, and a variety of health checks.  
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4.3.2.2.4 Evidence-Based Approach  

 

CF5 explained their organisation’s evidence-based approach: 

“We are a research-driven organisation so the foundation of 

everything that we do is an investigation that we have undertaken 

into all the peer reviewed journals trying to understand the 

relationship between people's behaviour, activity, the habits that they 

practice and the outcomes for the business.” (CF5) 

 

CF3 provided the following example of the type of work the organisation undertook 

on a regular basis: 

“We're doing a very big study for ‘a large bank’ at the 

moment…because only fifty per cent of the organisation take up the 

screening that they offer…at the moment their screening programme 

is focused on a grade/status/age basis so, essentially, the older and 

more senior you are the more expensive the screening you can 

take…there is no evidence that they're getting any significant yield 

for the £5 million that the programme costs them. We're currently 

undertaking a very detailed study of where the money is being spent 

and turning it on its head to move to a position where we effectively 

screen a higher percentage of people for much more rudimentary 

things and then intervene, through clinical direction effectively, to 

channel people to get better health outcomes.” (CF3) 

 

CF4 explained: 

“I'm not flogging services, I'm not flogging insurance or anything 

like that, it was sticking close to the data being very independent 

about that so that people could be confident in the findings and any 

recommendations that flowed.” (CF4) 

“I've just taken on a very big hotel chain as a client, and they wanted 

to go off and do stuff [implement initiatives] and I've reined them 

right back in and I've said that we have to look at what you've got 

already, see where the gaps are in that and then look at how we can 

fill those gaps before we go anywhere near establishing a strategy 

and implementing initiatives.” (CF4) 
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4.3.3 Concluding Remarks 

 

This section focused on interventions and the different approaches between the 

organisations and the consulting firms. The range and scope of the interventions 

offered led to the next theme, which considers the outcomes of these initiatives. 

 

4.4 Theme 3: Wellbeing Outcomes  

 

This section documents the findings from the interviews with regards to why 

organisations choose to focus attention on the wellbeing of their employees; the 

potential outcomes which act as motivations for taking action. This theme is comprised 

of seven subthemes, as shown in the thematic map: 

 

Figure 4.4: Map of Theme 3 

 

 

 

4.4.1 Absenteeism 

 

Reducing absenteeism is something which a small number of interviewees discussed 

as being a driver of action taken in this area, for example OOH1 spoke from 

experience: 
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“We did an awful lot of work some years ago on managing 

attendance, not because they all thought that the people off sick 

should get more support, but actually when we were able to 

demonstrate the cost of having X number of colleagues on long-term 

sick or ‘this is financially how you have lost in your team over ten 

years…if you had another ten members how much more effective 

could you be?’ It is down to showing where the impact is.” (OOH1) 

 

When discussing the impact of absenteeism, OWC1 explained the following:  

“I suppose cost is probably the biggest one, harsh as it sounds, and 

not just the actual cost of it but also the knock-on effect to the 

business, people go out and it disrupts continuity and things like that 

so I guess in a way the financial element behind it.” (OWC1) 

 

OHR1 explained the way that absenteeism connects to other issues in this area: 

“All of this costs the company money – high absenteeism rates, high 

turnover rates, high recruitment costs – so if you can start reducing 

absenteeism, if you can reduce people wanting to leave the 

organisation by looking after them while they are here, then there is 

a direct link between that and the bottom line, and so there is such a 

strong business case.” (OHR1) 

 

Absenteeism will be considered further in theme 4, where the lack of accurate 

measurement of this phenomenon is explored.  

 

4.4.2 Attracting and Retaining Employees  

 

One issue which was a key focus for interviewees was that of attracting and retaining 

employees, and the impact that the effective management of employee wellbeing could 

potentially have on this.  

CFSP3 recalls a conversation with the director of a large accounting firm: 

“I was playing golf with the director…he said, ‘you know what, it’s 

not about the money, it’s about us looking like a caring company so 

we keep our people longer and we attract new people, new talent.’” 

(CFSP3) 
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OWC1 supported this idea expressing a belief in the necessity to have wellbeing-

promoting activities in place: 

“Wellbeing is one of the things I guess people kind of expect these 

days, you do look at Google, Apple, Microsoft, they do talk a good 

game in terms of employee wellbeing, so if we want to kind of attract 

people then we need to have something.” (OWC1) 

 

In a similar vein but with more specific focus on costs, OHR1 shared the following: 

“We need to focus on why people are leaving the organisation and 

what can we do to keep them in the organisation because we’ve 

invested a lot of time and money and effort into them.” (OHR1) 

 

In keeping with this, OOH2 explained: 

“There aren’t lots of new people coming in so we can't afford to 

make them ill; we need to retain our talent and our investment.” 

(OOH2) 

 

A number of interviewees discussed the value of the employee wellbeing strategy or 

offering in terms of attracting and retaining employees. For example, CFSP3 

explained: 

“We had one HR manager for one of our clients who said, ‘if we 

took this service away, we’d have world war three.’ There have been 

many, many comments that people will stay with a company because 

they are aware of how much this service would cost them if they had 

to pay out of their own pocket…when they [client organisations] 

have new hires, they take them around to our centre…so the new 

hires/potential employees get a tour of our clinic as one of the 

primary things that they do.” (CFSP3) 

 

OLW1 discussed the impact of the organisation’s wellbeing strategy on employer 

branding: 

“…even though it was around wellness and wellbeing and health, the 

biggest impact was on the employer brand because people thought it 

was a great company and that led to better retention and advocacy in 

the market place.”  (OLW1) 
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The interviewee went on to explain the following: 

“It definitely is a very good way of creating an energetic and loyal 

workforce, which I've seen just by looking at some of the comments 

that we get and the feedback, it's quite incredible really.” (OLW1) 

 

A number of interviewees discussed the importance of carefully considering their 

employer brand. The importance of expectations meeting reality was discussed by 

OHR4: 

“All too often people come on board with promises of different 

things and then we lose them after a year and that is something that 

I've tried to push, that we need to be honest about what we can offer, 

and if we are not happy with that honesty then we need to change 

things within what we are doing for our existing employees.” 

(OHR4) 

 

SP4 also highlighted the idea that some companies oversell themselves in this area: 

“One particular organisation that…would always be one of the top 

100 times companies to work for and I have to say that working for 

that organisation felt very different to the external gloss that they had 

received – the culture within the organisation was not one which 

supported employee wellbeing, but externally the perception was 

that so I think it can vary. You can position your organisation and 

say it’s really important but when you get inside it doesn’t always 

feel that way.” (SP4) 

 

Several interviewees discussed the importance of current employees promoting their 

organisation as a good place to work. For example, OHR3 explained: 

“It is a popular company, it has a fantastic reputation as an employer 

and lots of people want to come and work for us and I think that is 

because they’ve heard from friends or people in the pub what a great 

place it is to work so you know it’s not just saying it, the important 

people it needs to come from is the workers.” (OHR3) 
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OHR1 shared similar sentiments: 

“From an employer branding in terms of attracting new people to the 

company I think it is important…I think it is important that the 

people within the organisation are advocates of the place as a good 

place to work, because they are the ones who are going out and about 

advocating whether people should come here.” (OHR1) 

 

These ideas link into the following from OLW1: 

“I think one thing that I would say is very important is authenticity, 

that if you are going to create a wellbeing programme or any 

initiative that the staff and employees genuinely believe that the 

company cares about them rather than just cares about making 

profit.” (OLW1) 

 

Furthermore, OWC2 discussed one of the more tangible elements of the work the 

organisation does in creating a good workplace - employee satisfaction figures: 

“If you look at any of the satisfaction surveys we're way ahead of 

everyone else [other organisations in industry] and that is during the 

financial crisis we were ahead of everybody else and it was 2 per 

cent and it's now something like 10 or 12 per cent consistently ahead 

of the nearest competitor.” (OWC2) 

 

OWC2 continued by explaining their organisation’s ability to retain employees: 

“I've been here 17 years and…I absolutely love it and I think you'd 

be hard pushed not to find an awful lot of people like me who've 

been here a long time; we have a lot of long servers - it's not 

uncommon for people to have worked here for 30 or 40 years.” 

(OWC2) 

 

OHR3 describes similar experiences: 

“Our turnover [at this company] is very, very low. And I think there 

is a reason for that – I think it’s because it is a great place to work 

and genuinely once people come they stay for a long time.” (OHR3) 

 

“We’ve got people with 25 to 30 years’ service – it is good to see 

how happy and how loyal people are.” (OHR3) 
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“What for me is a good measure is people who have worked 

elsewhere who come here and say, ‘Oh gosh, this is fantastic, do 

people realise how lucky they are?!’”  (OHR3) 

 

On the other hand, OHR2 and OHR1 share very different experiences: 

“Business was very good and we were recruiting a huge number of 

people but I was also dealing with a huge amount of people leaving 

and that is when it is like, actually I’m losing fifty per cent of my 

people in three months, that’s how bad it was at one point…we didn’t 

really change anything; we introduced support so that when people 

came in they would spend a little bit of time with us in HR. I would 

meet them as a business partner so that they had a face, and make 

sure that they had a development plan for the first 90 days…made it 

a gentler environment and also so that people know who to come to 

when things aren’t quite so good or there is something that they don’t 

want to say to their boss.” (OHR2) 

 

“There is just this revolving door – someone goes, and we recruit 

and that costs money and we are too busy because we’ve got all these 

new staff starting that we’re not looking after people enough and 

then they leave again so we need to stop this merry-go-round of 

people starting and then exiting and I think that is where you will get 

your value added, that is where it will start affecting the bottom line.” 

(OHR1) 

 

 

4.4.3 Resilience 

 

Resilience is an issue which a number of interviewees expressed interest in, despite it 

not being something which was asked about specifically in the interviews.  

OWC2 described the popularity of their organisation’s resilience training: 

“We also have another day workshop, our EAP deliver it for us and 

it’s managing individual and team resilience, and that goes down an 

absolute storm.” (OWC2) 

 

OWC2 also explained a different side of the issue in terms of a spike in EAP utilisation: 

“We do a lot work on resilience so, when we run sessions, what we 

hope for and what we generally do see is after people have attended 
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these workshops that there is a spike in EAP utilisation - the main 

message there is that people are active, don't just sit and wait if they 

have an issue or are feeling concerned or worried about something 

then it is better to phone up and get that addressed straight away 

rather than waiting till you're on your last legs before you reach out 

for help.” (OWC2) 

 

OLW1 explained their organisation’s focus on resilience:  

“The biggest stressor on a lot of people is perceived workload and 

timeframe. You know, when you've got a busy environment there is 

more and more pressure on people to deliver more and that is where 

we had a big issue in our technology department because there were 

quite a few people who just weren't able to cope with the workload 

demands and then just went off sick for quite a long period of time 

and then that had negative impact on their colleagues because they 

had to pick up more work and you know you get this perfect storm 

environment.” (OLW1) 

“The language we use is the word 'resilience' because that fits more 

comfortably with the CEO and we talk about wanting a more 

resilient workforce.” (OLW1) 

 

OLW1 went on to explain the development of their organisation’s strategy and 

resilience-building as a business case: 

“I started it…with a passion in nutrition and fitness but it quickly 

turned into a big focus on mental resilience which is where it is now 

so that has become the big hot topic if you like because when you 

add it up that becomes a much bigger business case when we just 

look at the amount of pressure and stress that people are under.” 

(OLW1) 

 

“I suppose it evolved, it started with how can we create a high 

performing culture and then it moved on to how can we create a 

healthier more resilient workforce because we have got issues with 

people who are not able to cope with the amount of pressure and 

change.” (OLW1) 
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SP2 explained that while they work with organisations in what they do, others in their 

field of expertise choose not to for the very reason discussed above: 

“Some more ‘purist’ people don’t want to work with organisations 

because they believe that if it is a toxic environment – unhealthy 

work environment – if the organisation rolls out a programme it is 

almost like they are saying that it is the employees’ problem to sort 

out rather than the organisation has a cultural issue to sort out.” (SP2) 

 

 

4.4.4 Productivity 

 

The potential for improving productivity was something on which a lot of the 

interviewees focused attention.  

OWC1 explained: 

“We don't want people just to come to work and be not really 

committed to it but rather to be present, productive and engaged with 

that work.”  (OWC1) 

OHR1 explained the way in which professional service companies view productivity 

through their chargeability figures:  

“We are very much aware of the importance of increasing 

productivity because we see the chargeability figures and we can see 

where it is down – so we’d like to increase the productivity of 

people.” (OHR1) 

 

CFSP3, whose company provides onsite clinics for client organisations, discussed the 

impact of their services on productivity: 

“We were looking into: is it direct cost, is it value for service, how 

are we saving them [client organisations] money? And then I realised 

that the fact that they are coming to us on site versus off site made a 

huge difference in cost savings – just the time savings alone. So that 

helped in terms of productivity.” (CFSP3) 

 

OHR1 had a different take on focusing on productivity: 
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“Don't focus on the productivity side of things because actually if 

your wellbeing initiatives work and people take it up and take good 

care of themselves and they do all of these things then that's a natural 

by-product and it shouldn't be the reason that you do it but it will 

happen and that shouldn't be the focus.” (OHR1) 

 

 

4.4.5 Meeting Legislation  

 

The next business case, so to speak, is that of meeting statutory obligation and covering 

legislative requirements. At first glance this may not seem like a business case, 

however, at a basic level some of the actions taken in terms of employee wellbeing - 

and for some organisations all their actions - are guided by statutory requirement. As 

can be seen in the quotes that follow, this can be viewed as a business case because 

organisations only undertake these actions because of the legal and financial 

ramifications of not doing so. It is the threat of negative impact on the business that 

drives action in this area. 

OHR2 explained: 

“In terms of wellbeing, we will do things that are legislative for the 

factory, so we do things like health surveillance, (e.g. vibration 

surveys) and we use an external occupational health company that 

will come in on site, we get a nurse every couple of months who will 

go through, assess them and take blood pressure etc. also night 

surveillance questionnaires and follow ups because that is all 

legislative really.” (OHR2) 

 

OOH1 explained something similar: 

“We are not entirely compliance driven but our focus is on ‘what we 

need to do to stay out of jail…we cover everything so that the 

business isn’t breaking the law.” (OOH1)  

 

In a similar vein, OHS1 offered the following: 

“I would say the health side of things, yes we’re trying to encourage 

good practices, but there is not a lot of support out there, I mean the 

only thing that the company does are things forced by statutory 

obligation.” (OHS1) 
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Also highlighted was the importance of having procedures in place in order for 

companies to protect themselves legally, should something serious happen: 

“Policies and procedures are all about a company being able to 

demonstrate if it was to – if an absence was to result in dismissal. 

Policies and procedures are a legal entity to prove that you did what 

was necessary from a legislative perspective but also what you were 

doing as a company because of your own policies and procedures." 

(SP1) 

 

CFSP2 extended this: 

“Now companies have to be aware that we are in an age where you 

can sue your company if you are stressed and the company didn’t 

look after you when you were stressed, and we need to put some 

plans in place to stop this.” (CFSP2) 

 

 

4.4.6 Securing Tenders and Finance 

 

A relatively new business case which is now appearing is that of organisations bidding 

for tenders needing to demonstrate their commitment to looking after the wellbeing of 

their employees. This is clearly limited to certain industries, however in these 

industries this appears to be becoming a big consideration. CF4 explained: 

“What we are starting to see is that when people go out for contracts; 

when they put contracts out for tender; contractors who are bidding 

for work, there is usually something in there about evidence of a 

comprehensive wellbeing programme…I think that is a very 

interesting shift.” (CF4) 

 

CFSP1 discussed something similar: 

“The business case angle that I come at it from is basically the CSR 

aspect, and the supply chain idea…so it is still a return on investment 

but it is more about the opportunities that it can open up or the 

barriers it can put in place.” (CFSP1) 
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OHR2 explained this from a company perspective:  

“It is very much the case that the people we are dealing with, such 

as lenders, big banks, they are these days very insistent that we dot 

every ‘i’ and cross every ‘t’ and that they aren’t seen to be using 

contractors that aren’t toeing the line. And we have to accordingly 

move towards toeing the line more than we did in the past. A lot of 

the time it is the lenders who are dictating what we do.” (OHR2) 

 

OOH2 shared similar experiences: 

“At our bid level we articulate it quite extensively, clients are now 

expecting to see it – they actually, in our sector, push a lot of the 

agenda; many of the construction companies don't have a health and 

wellbeing expert in place, they will have health and safety people 

who will lead it, so they are generally led by the client, essentially 

saying we expect to see x, y and z but if you've got a professional 

then they generally put the strategy together so I would say it's an 

expectation from clients, and also the regulators.” (OOH2) 

 

OHS1 explained: 

“We are turning around and saying ‘Ok, you want us to jump, how 

high would you like us to jump?’ it is very much driven by the people 

who provide the business and if we do not do what they ask the 

bottom line is that we will not get our share of it [the business]. Very 

much driven by business.” (OHS1) 

 

4.4.7 Wellbeing as a Driver of Business Performance  

 

The final subtheme to be discussed in this section is that of viewing employee 

wellbeing as a driver of business performance. In some senses this is a culmination of 

the factors discussed at the beginning of this section; absenteeism, productivity, 

attracting and retaining talent, and resilience.  

The overall suggestion from the interviews is that this is the direction in which this 

area needs to move in order for real and sustained change to occur; it is suggested that 

there are companies who understand and appreciate the connection between the 

wellbeing of their employees and the performance of their business, however there are 

many more who are yet to make this connection.  
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CF5 voiced this view: 

“It needs to be accepted that health, happiness and security are 

performance drivers for business.” (CF5) 

 

With which CF4 and CFSP2 agree and have experience of: 

“I would say other people are doing it because they're 

progressive…they've moved on from the employee engagement 

debate and they recognise, or their view is, that health is the absolute 

cornerstone of performance.” (CF4) 

 

 “I think companies are actually realising that the health of their 

employees is something that is driving performance, whether it is 

physical health, whether it is mental health, emotional health.” 

(CFSP2) 

 

Although not all participants expressed this idea, there was an undercurrent throughout 

a number of the interviews that organisations which seek to gain from their efforts in 

this area are somehow at fault. For example, SP2 explained: 

“I have been in businesses for a long time; people will only do things 

because they are going to get something from it. I know this is pretty 

cynical but organisations will only be doing this because they will 

get something back – people being less stressed, less absences, more 

productive or whatever it is.” (SP2) 

 

SP4 concurred:  

“You could be quite cynical and say that all they are trying to do by 

doing this is to improve their productivity in work.” (SP4) 

 

As does OHS1: 

“It is obviously in ‘our organisation’s’ best interest that their 

employees are in the building as often as possible and not off sick; 

that is me being a bit cynical, but you get that way when you’ve 

worked as long as I have, believe me!” (OHS1) 
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However, OLW1 highlights the limitations of this approach: 

“We were always very clear right from the start that it needed to have 

a balance between serving the needs of two groups: the employees 

and the business…if it becomes too people focused and you can't 

understand the impact on the business then that won't last long or it 

will just become relegated to a low position, whereas if you want to 

get more people involved and have a bigger impact on the business, 

the business has got to see the impact.” (OLW1) 

 

OLW1 also expressed views on the way employee wellbeing is viewed within an 

organisation: 

“I think it is where it is positioned as well; employee wellbeing can 

be seen very much as a peripheral as opposed to something that is 

quite core. That has been my mission over the last couple of years, 

to position it as something quite core, solving serious business 

problems as opposed to a 'nice-to-have' which is all about free fruit 

and Pilates classes.” (OLW1) 

 

OWC2’s comment below shows that even organisations which could be considered 

forward thinking in this area still have some way to go: 

“Managers have like an annual roadshow that they go to, a business 

roadshow, with an expo type of thing, so I attended every single one 

of those and did a very quick session on wellbeing because getting 

time at these things often is very business focused and whilst yes, 

wellbeing does impact on the business it's not quite the same.” 

(OWC2) 

 

CF6 described an experience as a manager in a previous company: 

“My old company was basically every quarter, the bottom 10 per 

cent, sack them…you're pulled into a meeting, performance sheet, 

right that lot they've got to go – for them, the top management team, 

it is about money and they don't make the connection that actually 

you'd probably generate more money if you had happy, content, 

healthy staff who want to perform for you.” (CF6) 

This lack of understanding of the potential benefits of investing in employee wellbeing 

was expressed in the following explanation from CFSP3: 
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 “They [companies] talk about the three Ps – people, planet, profits, 

to be socially responsible they are going out there to help the planet, 

solar panels etc. – all these things that are really costs, it makes them 

look good as a company. Because we look good, people are more 

interested in investing in our company – because we’re socially 

responsible people pay 30 per cent more for our products with our 

name on them.  They are looking at making more money, rather than 

the direct impact of the wellbeing of a person who is more 

productive, one because they are healthier, two because they feel that 

their company cares for them.” (CFSP3)  

 

The following quotes show the way in which employee wellbeing impacts businesses 

both in terms of people with low levels of wellbeing not being able to deliver value to 

the organisation, and also that some may in fact end up being absent from the 

workplace: 

OWC2 articulated this as follows: 

“If your employees aren't feeling that great they're either not going 

to be doing a great job or they’re not going to be doing a job at all 

because they're not going to be here and I think that we absolutely 

do get that.” (OWC2) 

 

CF6 concurred with this: 

“If you've not got that [employee wellbeing] then your company is 

not functioning and people are not performing as well as they should 

be, so I think it is so important.” (CF6) 

 

As did OHR4, although this is not an understanding shared by their organisation:  

“We have to make sure that the people who are here are fit and 

healthy to work because then we are going to get the most from them, 

but that is difficult to trickle that to other areas of the business.” 

(OHR4) 

 

OOH2 explained this in terms of business objectives; this connects to the points made 

previously regarding the way employee wellbeing is viewed in an organisation: 
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“So really it was raising it up the agenda so people recognise that 

health was an important element of us being able to deliver our 

business goals. If people weren't well, then they weren't going to be 

in the business which meant that we couldn't deliver on our business 

objectives which meant that we added costs because we had to go 

and get other contractors in to support us, so it had a knock-on 

effect.” (OOH2) 

 

CFSP3 explained limitations on the part of the academic community: 

“I got invited to speak at a UK university, but because my topic is 

health they asked, what does this have to do with human resource 

management and I thought, it has everything to do with human 

resource management, we’re treating humans and if humans aren’t 

well, they aren’t producing; they just don’t get it.” (CFSP3) 

 

CFSP3 continued by explaining: 

“I think academics…have restricted, limited thinking so they don’t 

have a very broad perspective, and if you don’t fit into their model 

they just reject you and that is what the struggle is – we’re bringing 

together wellbeing which is basically health and they look at that as 

a separate silo from business profit.” (CFSP3) 

 

A point made by a number of interviewees was that the understanding of employee 

wellbeing as a driver of organisational performance has the potential to occur very 

suddenly. CFSP4 explains:  

“Sometimes companies have strategies which for a period of time 

are very dependent on staff engagement and wellbeing and suddenly 

the CEO or the board might just make this mission critical and that 

is a very fast and important way of doing business when it happens.” 

(CFSP4) 

 

CF5 explains the logic behind this approach: 

“It is about how to create organisational performance from 

improving the performance of individuals – getting them more 

productive because of them practicing healthier habits’ health.” 

(CF5)   
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OLW1 shares their organisation’s experience in the following quotes: 

“We had an executive meeting and I realised that the dots needed to 

be joined because, to have a higher performing culture, we needed a 

more energetic workforce and to have a more energetic workforce 

we needed to help our workforce create better, healthier lifestyle 

habits and that was the responsibility of the business, so that is where 

we were.” (OLW1) 

 

“The business objective was to create a higher performing culture 

and I realised that we needed to energise our people and create a 

much more vibrant, healthy culture and that would help and then I 

set about doing that.” (OLW1) 

 

“Our organisation has been on an accelerated growth plan; revenue 

growth has been the main business focus in the last few years and 

our CEO was very focused on how we can create a higher 

performing culture.” (OLW1) 

 

“That a key part of the success of the organisation is to have the right 

people, with the right skills and the right mind-set and obviously the 

right health to be able to deliver their best work and achieve the goals 

for the business.” (OLW1) 

 

One of the core ideas expressed in this area was that of the importance of employee 

wellbeing not being seen simply as a good idea without exploring and understanding 

it, CF3 shared their experiences: 

“Quite often somewhere in the organisation there is a general mood 

that employee wellbeing is a good thing, feeling that sunny days are 

better than rainy days; you wouldn't need much to convince yourself 

that that null hypothesis is a good one.”  (CF3) 

 

 

CF5 extended this by discussing the lack of understanding and exploration: 

“For whatever reason, the initial journey of wellbeing towards health 

risk assessments and biometric screening and education-focused 
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solutions, nobody actually probably thought about what they were 

doing and why at the time; it just seemed like a good idea.” (CF5) 

 

In a similar vein, SP4 explained: 

“You’ve got organisations that feel that they should be doing 

something but maybe they’re just going through the motions at the 

moment rather than really trying to drive it and understand the 

benefits.” (SP4) 

 

OWC2 demonstrated this from an organisational perspective: 

“It was seen as 'well this is what you do' and I think to be honest, 

some of our benefits and things that we do are because that is what 

is expected.” (OWC2) 

“They [the top management team] say, yes you can have that budget, 

but that is very passive - I'd like to see them actively engaged in 

perceiving health and wellbeing as something that can be used 

strategically to enhance the financial performance of a company.” 

(CF4) 

 

CF5 went on to explain what they view as the potential risk of this approach: 

“It is absolutely critical that health and wellbeing is not just ‘the right 

thing to do’, because then you're missing the whole point and the 

whole potential of doing this which is around performance and 

productivity in the workplace and that is the real gain to business – 

that is the competitive advantage and if you miss that then you’re 

probably culturally missing out on the opportunity that it presents 

because you're not thinking around it in the right way.” (CF5) 

 

CFSP3 summed it up thus: 

“It is ground-breaking work here because it is bringing together the 

worlds of health, productivity and profits.” (CFSP3) 

 

CF5 explained the benefits of understanding this area: 

“Organisations that latch onto and understand how to get 

performance and productivity from their employees are going to be 

at a marginal advantage relative to the competition and therefore 
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getting it right before the competition I think is going to be important 

– having said that, it has a precarious place within the corporate 

world; it is not well understood.” (CF5) 

 

Finally, from the perspective of ensuring maximum return for shareholders/owners, 

OHR2 made the following point:  

“It is important that you support your employees, and if that is not 

core to what you are doing then you’re not using your best resource 

in the most effective way that you can.” (OHR2)  

 

 

4.4.8 Concluding Thoughts  

 

Having considered the reasons companies may choose to take action in the area of 

employee wellbeing in this section of the chapter, the next theme will consider the 

challenges that organisations face that may prevent them doing so, as well as potential 

facilitators.  

 

 

4.5 Theme 4:  Potential Barriers and Facilitators to Taking Action 

  

In this theme, eight subthemes will be explored. These eight subthemes are made up 

of a combination of factors which have the potential to act as barriers and/or facilitators 

to organisations taking action in the area of employee wellbeing. The subthemes which 

make up this theme can be seen in the thematic map below. 
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Figure 4.5: Map of Theme 444 

 

As can be seen in Figure 4.5 above, the first four subthemes are all relevant to the fifth 

(The business case); the three remaining subthemes present related but standalone 

issues. 

 

4.5.1 Return on Investment 

 

A focus on financial return on investment (ROI) was very apparent throughout the 

majority of the interviews. The following quote from OWC1 summed up the views 

expressed by many of the organisation interviewees: 

“I think at the moment it is the Holy Grail isn't it? Everyone wants 

to know how do you get ROI; what's the best way?…I report into 

our leadership team…they're really interested in the money, the 

savings and all that side of things.” (OWC1) 

 

OWC1 went on to explain why this is so important: 

“If we want more budget to do more things then we've got to prove 

our return on investment, so it is a big thing internally.” (OWC1) 

 

                                                           
44 The numbers in brackets refer to the relevant sections of this chapter.  
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OHR2, whose organisation currently does not have any wellbeing initiatives in place, 

described their need for a financial return: 

“It is not that we wouldn’t do these things, but if there is money 

attached to them then we need to justify that cost. Unless it is free or 

minimal cost, anything that involves more than that, you need to see 

a return.” (OHR2) 

 

The following three interviewees concurred: 

“It is resources…in most businesses; if you can demonstrate a return 

on investment, it is far easier to get resources.” (OOH1) 

 

“You have to have an almost instant benefit; you have to be able to 

show what the benefit is going to be to every penny you spend.” 

(OHR2) 

 

“It goes back to return on investment; finding things within it that 

you can hold on to.” (OHR4) 

 

 

CF5 explained a recent experience: 

“We tried to develop some indicators recently just to show to the 

board, a general guide for how things are developing within the 

company, and someone mentioned at one of the discussion sessions 

about if it hasn't got costs on it then their company is not interested.” 

(CF5) 

 

A sense of inevitability was expressed by some interviewees with regard to this focus 

on costs and return on investment: 

“I guess having said everything out loud I feel disappointed that it is 

largely money focused – but that is quite matter of fact, that is 

business; these things don't come up just because they're nice to 

have, there is usually some kind of objective behind it.” (OWC1) 
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“Unless you can demonstrate a return on investment then why are 

businesses going to do it?  Businesses are run by businessmen who 

are run by the bottom line.” (OOH1) 

 

“It's always money at the top; I think that if you're completely honest 

about it that is how these things arise in the first place, isn't 

it?” (OWC1) 

 

Also discussed was the challenge of proving the financial benefits of taking action in 

this area: 

“I think it is very difficult to get that evidence and quantify it but, 

ultimately, that is going to be what is going to swing employers to 

invest in it – having some evidence base.” (OHR2) 

 

“That is really the problem we have always had in the UK – everyone 

talks a good talk; yes, logically if you’ve got fit healthy people 

they’ll be more productive but – show me the figures, show me the 

return on investment. And over the last ten years as this has been 

increasingly in vogue I’ve never yet been able to find any evidence 

that says, ‘spend £1000 on this and you’ll get £1001 back in return.” 

(OOH1) 

“I think that people sometimes can’t see the direct relationship 

between investment in this area and actually how it influences the 

bottom line, and if they cannot see a return on investment then they 

are less likely to invest in it.” (OHR1) 

 

“Although I do absolutely see the value of investing in the people 

and looking from the people perspective, sometimes I even find it 

difficult to sell some of the broader concepts of wellbeing because 

I’m not sure what the direct link is…I can’t tell you if it has a direct 

effect on the productivity, a direct effect on the bottom line or it’s 

one of those things that ‘oh that was nice for the firm to do’ but is 

forgotten. I don’t know, I honestly can’t tell you.” (OHR1) 

 

“I think it is when it comes to the other side where it becomes more 

touchy feely in reality…I’ve worked for various companies that have 

brought people in that will do the little health checks on people, and 
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I think they are helpful, but do they change people’s minds? I don’t 

know. You know, companies that have fruit delivered every day, 

companies that have their own gym…there are things like that that 

you don’t see on the bottom line.” (OHR2) 

 

OHR1 explained how the challenge of proving return on investment hinders work in 

this area: 

“In some areas I think it is seen as a ‘nice to have’ instead of a ‘need 

to have’. I think it is a lot to do with the stress that is on business; we 

are working in a difficult financial market, there is only so much 

money to go around and I think that people have to prioritise where 

they feel they’re going to get the best value for their money.” 

(OHR1) 

 

OOH1 provided a similar example: 

“If they’ve got £10 pounds to spend on a piece of equipment to make 

a job run smoother or £10 to spend on an employee to speculate that 

it may improve the efficiency of a particular member of the 

workforce, chances are that they are going to go with the proven 

piece of kit to improve efficiency.” (OOH1) 

 

A small number of interviewees did however express concern over this narrow focus: 

“That is what motivates them in terms of delivering that bottom line 

so that might help them see the importance of it…but I think that 

when we monetise things too much we remove what it is really about 

a little bit.” (CF6) 

 

‘Some people like to take that hard business line and quite often the 

information says…at the very least these things can be cost neutral, 

and therefore if it is improving the work environment why wouldn't 

you do it?’ (CF5) 

 

“There is more going on than costs so we're not 100 per cent sure 

that purely being drawn on costs is always the right thing for health 

and wellbeing…we're aware of different research reports saying 

sometimes there isn't that cost benefit, but it doesn't mean that it isn't 

worth doing within an organisation.” (CF5) 
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4.5.2 Measurement and Evaluation 

  

Given the importance placed on being able to prove return on investment in order to 

take action in this area, the following subtheme considers the measurement and 

evaluation in this area. As the title of this subtheme suggests, there are two sides to 

this issue. The first of these is the challenge of measuring wellbeing-related issues such 

as absenteeism within organisations, and the second is the challenge of evaluating the 

impact of any activities that organisations put in place in order to manage or promote 

the wellbeing of their employees.  

A number of the interviewees from the consulting firm and service provider interviews 

were quick to express their frustrations regarding the lack of measurement and data 

collection by their client organisations, for example CF5 shared: 

‘They don't measure any of this stuff, they don't measure anything 

that actually matters…it is very rarely the data that is driving it.’ 

(CF5) 

 

CFSP3 concurred, explaining: 

“Unfortunately, companies keep very poor metrics…there are so 

many more things…the data that these companies look at, they’re 

not sophisticated enough to see all the other associated losses.” 

(CFSP3) 

 

Expanding into the core organisational factors (Theme 1), CF4 expressed the following 

view: 

“If you open it up and concur with me that employee wellbeing is 

much more…moving away from the medicalised model, and you get 

more into culture and job design for example - do they do this? No, 

very rarely. And those that do it don't do it to a high enough 

standard.” (CF4) 

 

Something which was discussed quite frequently throughout the interviews was data 

collection on absenteeism. Although this is supposedly considered one of the more 

tangible issues in the area of employee wellbeing, and therefore easier to track, the 

following quotes suggest this is not currently happening to a very high standard: 
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“I've yet to meet a company that is good on measuring absence.” 

(CF4) 

 

“The UK is slightly better at tracking absence, but generally very 

poor.” (CF5) 

 

CF3 shared their frustrations when working with companies on improving the 

reliability of their absence-monitoring system: 

“You go into an organisation and look more closely at the data 

gathering and the integrity of the data…and you put in place better 

measures, and what happens is the absence rates go up quite 

dramatically and this creates a bit of an internal stir but nothing has 

gone wrong; all that has happened is that the data is correct whereas 

previously it was complete nonsense.  The managing partner actually 

sent a note back saying, ‘I'm not very happy with this, this project 

isn't going where we wanted it to go.’” (CF3) 

 

Most of the organisation interviewees shared that they did not believe their current 

system for measuring absence to be adequate; however, the majority also explained 

that this is something which they have focused attention on more recently and are in 

the process of remedying. OHR1’s explanation is similar to several of the other 

organisations: 

“I don’t think necessarily enough is being done in terms of absence 

but this is an area we are focusing on quite strongly at the 

moment…we are definitely moving to a much better way of 

monitoring and recording and if you have that information to hand 

you can do more about it – we had a meeting last week to discuss 

how we would like that to be reported on to really help us in taking 

this area forward. Has that been done in the past? I would say no, but 

we are moving in the right direction.” (OHR1) 

 

“The sickness absence stuff we never used to report but I started 

doing that in the last year and a half so we've got a year and a half’s 

data from it, so at least it is a starting point; it gives us somewhere to 

track trends.” (OWC1) 

 

“I just reviewed how we manage sickness absence and put all that in 

place so that we record it in a manner that management can see what 
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is happening, so that it’s not just away in files but they can see who’s 

been off, what they’ve been off with, what support is required.” 

(OHR3) 

 

There were, however, exceptions:  

“We’ve got pretty robust attendance management procedures to 

highlight any issues or concerns.” (OHR3) 

 

“Again, it is down to demonstrating return on investment. As an 

example, we did an awful lot of work some years ago on managing 

attendance not because they [the top management team] all thought 

that the people off sick should get more support but, actually, when 

we were able to demonstrate the cost of having X number of 

colleagues on long term sick or ‘this is financially how you have lost 

in your team over ten years…if you had another ten members how 

much more effective could you be?’ It is down to showing where the 

impact is.” (OOH1) 

 

“We're trying to look at lines of business; look at the impact of the 

costs and things and then can you then say to your managers, 

actually, in your line of business you've currently got 10 people off 

sick, 9 of them are off for anxiety, can we look at management 

programmes or if you manage your people properly - that sounds a 

bit harsh but if you actually invested in their wellbeing and supported 

them or put something in their appraisal about that, then you could 

actually cut your costs, selling it to them in a way that they listen to 

it.” (OWC1) 

 

OLW1 summed this up as follows: 

“Everything we've done at [company name45] starts with the 

numbers, because if you want to get the attention of the senior people 

who have got the resources they've got to understand what the 

current situation is and then they've got to understand what the 

benefit is from moving on from that current situation, and then you'll 

get the resources.” (OLW1) 

 

                                                           
45 Not included for ethical reasons. 
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On the other hand, participants in both groups of interviews were less than optimistic 

about the possibility of measuring presenteeism, as the following quotes demonstrate:  

“I don't know how anybody would collect data on presenteeism.” 

(OWC2) 

 

“Nobody understands presenteeism.” (CF5) 

 

“Presenteeism is soft data that is hard to calculate; it’s impossible to 

calculate.’ (CFSP3) 

 

“Presenteeism is very difficult; managers don't really take it into 

account so for me as an HR manager it is difficult to get details of 

that…we have to make sure that the people who are here are fit and 

healthy to work because then we are going to get the most from them, 

but that is difficult to trickle that to other areas of the business.” 

(OHR4) 

 

The specific challenge of evaluating the effectiveness of employee wellbeing-

promoting activities was also discussed by a number of interviewees. As OLW1 

explained: 

“If it serves the employees you like to think that it's going to have an 

impact on the business but trying to really pinpoint that and quantify 

that has been a real challenge for us over the last couple of years.” 

(OLW1) 

 

The main objective of the organisation’s wellbeing programme is to improve 

resilience: 

“The question is, well, how do we measure that? How do we know 

once we've got a healthier and more resilient workforce, and how 

can we trend it and how can we see if what we're doing collectively 

is resulting in a more resilient workforce?” (OLW1) 
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OWC1 and OWC2 shared similar experiences: 

“It's quite difficult to measure, and I think it is one of the things that 

people kind of struggle to do with wellbeing isn't it? You've got to 

kind of put a marker in the sand and be confident that you're going 

to keep measuring that marker rather than chopping and changing.” 

(OWC1) 

 

“There's no right or wrong really with it, I guess, because it's so fresh 

and new…it's not like mathematical accounting or anything where 

you either get it right or wrong.” (OWC1) 

 

“We do collate what data we can and we think we can and we're 

working on that…it's such a hard job to work out.” (OWC2) 

 

A lack of evaluation by organisations was also discussed during the consulting firm 

interviews, for example SP2 explained: 

“I don’t know anybody who has looked at figures and looks at how they’ve 

been impacted by what I do.” (SP2) 

 

In addition, CF5 suggested that even when evaluations are carried out they are, in their 

experience, not conducted reliably: 

“When people tried to generate the results, you scratch the surface 

and realise they were just making it up - pulling data and pinning it 

to a particular set of circumstances and assuming that the wellbeing 

programme is the driver of that when, frankly, it wasn't so this was 

very frustrating for me.” (CF5) 

 

Finally, CF5 warned of the risks of not being specific when it comes to deciding what 

to measure: 

“‘Be careful what you measure’ is perhaps the underlying message 

here; there are so many examples where you set metrics that aren't 

appropriate for what you're actually trying to achieve…and it all falls 

apart at the seams because people say 'we're doing all this and 

nothing is happening’.” (CF5) 
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4.5.3 The Dilemma of when to Invest 

 

This subtheme explores the ideas expressed by interviewees with regard to when is the 

best time to invest in employees and their wellbeing. In the majority of interviews, the 

main idea expressed was that it was difficult to find the right time to invest. Before 

investing money in this area, it was discussed that firstly an organisation needs to 

invest time in figuring out their position and the best action to take.  

The perception that there isn’t enough time to explore the idea of employee wellbeing 

is an issue which was expressed by a number of interviewees. For example, OHR1 

describe the following experience: 

“Everyone is running at a hundred miles per hour and I sometimes 

think they don’t stop to catch breath to focus on the things that we 

really need to focus time on …we’ve got to take time to discuss and 

to get a game plan.” (OHR1) 

 

OHR1 then went on to discuss the regret they feel that it isn’t possible in their 

organisation for them to spend time on this area: 

“Ideally, I would very much like to be able to invest time and effort 

into that side of things and a more formal approach to wellbeing and 

taking a more holistic approach…it is something I want to get more 

involved in – but have we as a company done it holistically? No. 

Have I done it holistically in previous companies? Most probably 

not.”  (OHR1) 

 

 

OHS1 shared similar experiences: 

“I think really it is about prioritisation…I think ultimately it is the 

restrictions on the budget and not categorically knowing the return 

you are going to get on it or taking the time to work out what the 

return is and work out whether it is worth investing in.” (OHS1) 

 

Most of the interviewees discussed the idea that they are limited in what they can do 

in this area as a result of the difficult financial climate. The term ‘resource squeeze’ 

was used by a number of interviewees, as OOH1 demonstrated: 
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“The ‘resource squeeze’ has certainly been the biggest 

challenge…over the last ten years…we cover everything so that the 

business isn’t breaking the law but then where is the business 

priority, how do we allocate resources, year on year? We, like 

everyone else, are facing budget restrictions.” (OOH1) 

 

The following quotes are along similar lines: 

 “It is very much limited by resource at the moment.” (CF2) 

 

“I think that health and wellbeing is recognised, but it is down to 

resources…how can you resource it?” (OOH1) 

 

 “I’m mindful that we should be doing more but I’m conscious in our 

current economic climate of whether I can actually allocate scarce 

resources to it.” (OHR1)  

 

In connection to this, SP2 highlighted the idea that in difficult financial times, spending 

on employees is often one of the first things to be cut: 

“The minute that a company isn’t doing quite so well or recession 

hits, it is employee training, etc. that gets cut, because it is an easy 

figure to cut…most companies say ‘people are our greatest asset’ but 

they are not willing to invest in it.” (SP2) 

 

OHR1 raised the point that HR feel they are unable to pitch for money for employee 

wellbeing when times are difficult: 

“I don’t know if it’s one of these chicken and egg situations…I’ve 

got to pitch those sort of things at a time when I know the company 

is going to be more open to them or they can actually open their purse 

to pay for them, and we’ve had to be a little more cautious because 

we’re not sure whether it is the right environment in which to spend 

more money on the area, but I’m also mindful of the fact that it is 

probably the time when most money needs to be spent on the area 

because I think more is expected of the people within the 

organisation…so it is a bit of a difficult weighing up act.” (OHR1) 
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In a similar vein, CFSP3 shared their experience of attempting to sell wellbeing 

solutions: 

“Many of these companies have been forced to slash budgets, cut 

down on employees; employees are doing the work of two or three 

people so the workload is higher, the stress levels are higher, 

turnover is increasing, so then in my opinion it is even more 

important to have something that will take care of the health of the 

employee…and they still look and say ‘oh it’s too much, we don’t 

have budget for this’ .” (CFSP3) 

 

OHR1 explained that organisational actions are not always in line with the things they 

say regarding their employees: 

“Something that has probably frustrated me most in my career is this 

whole area because we say that people are our most important asset, 

the thing that drives the business, the thing that sets you apart from 

our competitors and yet actually often people become the lowest 

priority, or they are seen as a commodity.” (OHR1) 

 

OHS1 further explained the way employee spending is viewed as an expense to be 

minimised: 

“ ‘What areas can we save money in?’ …They’ll find other ways to 

reduce costs, they’ll look at lots of different things including the 

health and wellbeing of staff. They have to make sure that they cover 

all the bits that they need to cover for their professional body and 

that all that is being done properly…but we’ll just be asked to work 

harder.” (OHS1) 

 

However, some interviewees also explained that when a company is in a good place 

financially, this does not necessarily mean that this area gets more attention. OHR2 

summed up these ideas in the following quote describing the lack of investment during 

profitable times: 

 “When we had the good times all they were interested in was taking 

the money, and anybody will say that, so they invested more in the 

production side of things, so machines, computers and didn’t plough 

it back into the people, because when things are going well, you 

don’t see what is going wrong…you’re making a profit so how can 
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there be a problem? When it was good, you don’t fix things that 

aren’t broken, and that is quite common.” (OHR2) 

 

Despite the general impression on this topic gained through the interviews explored 

above, not all organisations took this approach; there were some examples of an 

alternative approach when it comes to investing in employees and their wellbeing. For 

example, OWC2 explained their company’s approach in the following quotes: 

“Don't get me wrong, we're in a huge cost challenge absolutely and 

it's not easy to get money for anything at the moment, but we have 

been given is a very clear message on the whole cost to income 

ratio…it is a lot higher than you would probably think…and we 

anticipate that to go up because we need to invest in the business.” 

(OWC2) 

 

“We are here for the long term not the short term; it isn't about what 

profits can we make for next year? It's actually the next 5, 10, 20, 30 

years.” (OWC2) 

 

“We have to invest in our people and in the business, which I think 

is a very positive message.” (OWC2) 

 

OHR3 also shared the following: 

“I remember being at an event and our chairperson at the time very 

clearly stating that for him and the board their greatest assets…will 

always be their employees, and I remember hearing that and thinking 

‘gosh that is great’ and you maybe hear things like that and think oh 

yeah…but when you heard it from him you really believed it. And 

that is just the way it is, it can be no other way.” (OHR3) 

 

4.5.4 Too Many Influences 

 

One of the main issues cited with regard to evaluating action taken and, in fact, one of 

the reasons cited for companies choosing not to take action in this area at all, is that 

lots of different factors can influence employee wellbeing and as a consequence there 

is challenge in terms of pinpointing the benefit gained from anything a company does.  

As OLW1 explained: 

“People are whole people…they've got a life out of work and a life 

in work and these two lives interconnect and you can't just separate 
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little bits and actually lots of things will influence the wellbeing of 

an employee and of the company.” (OLW1) 

 

Thinking specifically about costs, CF5 explained: 

“There are too many factors that cause the costs to change to start 

associating cost changes or trends with the wellbeing programme in 

isolation of everything else that is going on in an individual’s life, or 

going on in the workplace. It’s just false.” (CF5) 

 

When discussing the impact of conducting health checks OHR2 explained that it is 

possible companies are unaware of benefits gained:  

“Some people will slowly drip feed and take on what is being said 

but they’re not going to put their hands up and say – ‘I had a 

revelation! It is all because of that health check!’ They’re just going 

to go and make the slight changes, for example if you get weighed 

and you’re a little heavier and you then do a little exercise to take the 

weight off, but you’re not going to send an email to say ‘I’ve just 

lost half a stone as a result’, so you know, I think sometimes there 

can be benefits that you’re just not going to be aware of.” (OHR2) 

 

Interviewees also highlighted the idea that it isn’t just that employee wellbeing is 

impacted by the actions of employees outside of the workplace but that external factors 

in the market place also have an impact, which is outwith the control of the business:  

“Had we put these in place [initiatives] and then the market stayed 

in place I believe that we would absolutely have seen an increase in 

productivity, but because we've had the market change as well it is 

difficult to recognise where it has been market related or training 

related so you know we're holding out for the long run at the moment 

and seeing if there is any kind of way we can look at it again in the 

same market in the future and see where we're sitting with it.” 

(OHR4) 
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In addition, inconsistencies within an individual organisation itself have an impact as 

explained by OLW1: 

“There are other things going on whilst all of this: we're selling 

companies, we've got different management styles, we've got lots of 

different things, so it's quite hard to isolate and say our wellbeing 

programme has resulted in a drop in our sickness rates.” (OLW1) 

 

OWC2 summed up the overall challenge organisations are facing: 

“How you measure the success of wellbeing initiatives is a really 

difficult one for us as I'm sure it is for everybody. When I've done 

any external work, everyone is in the same boat, of how do you know 

because it is quite subjective and other factors can influence the data 

and result. You might be doing something wonderful and it's really 

impacting but then something else will come along that negatively 

impacts it. It's not that your initiative doesn't work it's that something 

else has come into play.” (OWC2) 

 

OWC2 continued by explaining: 

“We're working on wellbeing indicators, we don't think you can have 

measures because there are too many other factors that could 

influence those measures and actually do you want to be held 

accountable for something you can't actually have total influence 

over?” (OWC2) 

 

A couple of the interviewees compared the promotion of employee wellbeing with the 

marketing function in organisations. OLW1 explained: 

“I think it is exactly the same as marketing; you can't attribute all 

your sales to an advertising campaign but you can attribute some of 

them, you can say 'I took a big banner advertising in Leicester 

square…and sales went up straight afterwards’ – and say okay, this 

has influenced that – but you can't say the whole thing, because you 

would have got sales anyway and it is very similar.” (OLW1) 

 

“This person [the marketing director] is not going to be able to prove 

that marketing did something in the same way you’re not able to 

prove that HR did something, but there is going to be benefit and we 

need to trust that there is.” (OHR4) 
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OLW1 went on to explain: 

“Our sickness rates went down by 40 per cent so our assumption is 

that the wellbeing programme has definitely contributed to that; it 

can't take all the credit but we can attribute some of that success to 

the investment in wellbeing.” (OLW1)  

 

OOH1 explained the impact of this overall lack of clarity: 

“If they’ve [the top management team] got £10 pounds to spend on 

a piece of equipment to make a job run smoother or £10 to spend (on 

an employee) to speculate that it may improve the efficiency of a 

particular member of the workforce, chances are that they are going 

to go with the proven piece of kit to improve efficiency.” (OOH1) 

 

4.5.5 The Business Case 

 

Business cases are documents which explain the way in which suggested action, in this 

instance in the area of employee wellbeing, will result in benefits for the organisation 

in question. Business cases were discussed by interviewees as a way of influencing the 

decision makers in organisations and a way of justifying investment in this area.  

 

CFSP1 described their experiences: 

“If you get one person in a company, they don’t necessarily have the 

power to do anything. So that is what I’m working on at the moment: 

if one person comes to me for information, how can I give them all 

the information that they need to be able to put the business case 

forward to be able to take the next step?” (CFSP1) 

 

From a company perspective OLW1 explained: 

“The role of the person who comes on board initially needs to be 

able to get the organisation on board because the organisation often 

isn't on board. I had to get them on board and that took a while, it 

wasn't easy.” (OLW1) 
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SP1 described their experience: 

“We explain what we do, we explain how we do it, they [the client 

organisation] get excited by it and they think, ‘Yeah I can see the 

value in that business,’ and yet no matter how excited people get we 

still struggle to find the person who is going to make it happen.” 

(SP1) 

 

OLW1 goes on to explain their organisation’s approach: 

“If you want to get the attention of the senior people who have got 

the resources, they've got to understand what the current situation is 

and then they've got to understand what the benefit is from moving 

on from that current situation, and then you'll get the resources.” 

(OWL1) 

 

“If it is a purely emotional argument it will get so far but it won't go 

deeper, and it won't scale as far as it can do.” (OLW1) 

 

These ideas are shared to a certain extent by CFSP1 who explained: 

“I’ve developed a kind of template of what exact steps you would 

need to take in order to work out where you are at, where you want 

to be and how you can get there.” (CFSP1) 

 

“The bottom line is always the bottom line so if you can prove a 

business case…and we’re not talking about fruit bowls, we’re not 

talking about walks in the park and social responsibility, we’re 

talking about real issues that are costing the company money. It 

affects medical costs and indirect costs such as absenteeism, 

presenteeism and lost productivity.” (CFSP3) 

 

However, several other interviewees have had differing experiences.CF3 shared the 

following, which is in line with the ideas expressed by several other interviewees:  

“If they [the top management team] don't want it to happen, it doesn't 

matter how involved the analysis is, you basically hit a wall and I 

can't define that as precisely as I'd like to but that is broadly what 

happens.” (CF3) 
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OOH2 supported this, explaining: 

 “Sometimes it's not numbers though, people think, ‘Have a sound 

business case with all the numbers backing up and that will do it’, 

but it just doesn't…I have written numerous strategies and business 

cases but I can tell you we have the most compelling business cases 

but it still doesn't sway them [the top management team].” (OOH2) 

  

“I don't think it is about business cases; I'm quite sceptical about 

them now. I do collect the data as I told you but I don't think there is 

one thing that will get you commitment.” (OOH2) 

 

4.5.6 Secrecy versus Sharing 

 

Stepping away from the financial side of the equation, one of the ideas which came 

through the interviews was that companies often do not want to share information 

regarding any action they are taking in the area of employee wellbeing over fears of 

reducing any competitive advantage this could be bringing them.  

OWC2 described the following experience: 

 “This is an area that I think should be shared and in ‘this industry’ 

we're very secretive, you don't want to give somebody a competitive 

advantage but when you're talking about the health, safety and 

wellbeing of people, I'm a firm believer in sharing best practice; don't 

try and reinvent the wheel, share that sort of thing.” (OWC2) 

“I had hoped to set up a forum of like-minded businesses…I'm really 

not necessarily that interested in what other ‘organisations in our 

industry’ do, but actually what do other large organisations do?” 

(OWC2) 

 

SP1 agreed: 

“It is very difficult to get companies, even in the same industry, to 

speak to each other because it is almost like they zealously guard the 

stuff that they’ve got.” (SP1) 

 

CF2 discussed their approach and the challenges they have faced:  

“We do look at other industries to see how they're doing and 

sometimes perhaps struggle to link up the right people from different 

companies to show the benefits of engaging with some of this, and I 
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think that can be quite important, to link up with people, the MDs 

and others who think this is adding value.” (CF2) 

 

4.5.7 Embeddedness 

 

This subtheme considers the ideas expressed by interviewees with regard to how 

embedded and integrated they believe employee wellbeing and its promotion are 

within organisations.  

CF2 expressed disillusionment with the area: 

“I wonder sometimes about how much change we are talking about 

for health and wellbeing because what is happening is that people 

kind of buy into it and say, ‘Okay, here's your one person or whatever 

to go and work on it.’ So, the company is not really changing, it's 

just having someone attached to try and sort of raise awareness, but 

to turn things on their head and change things around is very difficult 

to achieve…I'm not sure that there are many companies right now 

that have woken up and realised how to integrate it and get it working 

fully within their organisations.” (CF2) 

 

OWC1, who holds one of the positions described in the above quote, shared the 

following: 

“I reckon the idea is there and they [the top management team] like 

the idea of it but they haven't really explored it fully.” (OWC1)  

 

The positioning of employee wellbeing within organisations was discussed by several 

interviewees. For example, OLW1 described the following experience: 

“I think it is where it is positioned as well. Employee wellbeing can 

be seen very much as a peripheral as opposed to something that is 

quite core, and I think that has been my mission over the last couple 

of years, to position it as something quite core, solving serious 

business problems as opposed to a 'nice-to-have' which is all about 

free fruit and Pilates classes.” (OLW1) 

 

CFSP3 shared the following:  

“They [client organisations] look at it as an expense. Generally, that 

is the feeling, that it is seen as a cost…it isn’t embedded as a business 

strategy yet.” (CFSP3) 
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CF2 concurred: 

“There are people still struggling to get health and wellbeing 

reviewed at the board level for the sake of health and wellbeing 

rather than just a cost of the wage bill.” (CF2) 

 

SP2 expressed similar views: 

“I do not get the impression that it is embedded in anybody’s 

strategy…it seems to be something that HR are told to do.” (SP2) 

 

CF4 shared a similar experience: 

“They might have a lot of content…but when you say, ‘Where is the 

strategic intent here? Where is your leadership?’ and they say, 'Oh, I 

don't know – our leadership doesn't know about this, this is just 

something HR does’, unless you're able to tick all of those boxes 

there is no real organisational support for health and wellbeing 

culture wise.” (CF4) 

 

The idea of the importance of employee wellbeing being viewed from a bigger 

perspective was expressed by many of the interviewees: 

“Although you are looking at employee wellbeing, that in itself is 

part of a much bigger picture – if you look at it in a box you can’t 

really change it.” (CFSP1)  

 ‘I think what we’ve realised is that it is really about organisational 

change.’ (CF1) 

 

“Perhaps as time goes on, maybe in 20 years…there will be more 

people working in it or less people working in it but it is more 

integrated into the company rather than where we are at the 

moment.” (CF2) 

 

“I'm not convinced that it is doable in some organisations, which is 

a shame but, yeah, I think some things are just too deep rooted to be 

shifted. I certainly can't see some of the companies I've worked with 

in the past successfully managing it, I think it's just too big a shift, it 

would be a massive shift in mind-set.” (CF6) 
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Related to these ideas is the idea of buy-in from senior members of the organisation 

and in particular, what interviewees termed ‘enlightened executives’. An enlightened 

executive is a member of the top management team in an organisation who takes on 

an influential role with regards to employee wellbeing as a result of personally 

understanding or buying into the idea of its importance in a general sense or its 

potential to be ‘good’ for business.  

 

CF5 explains this as follows: 

“If it is an enlightened executive who's gone through some form of 

revelation in terms of understanding how health can influence their 

personal performance and you've got a very different conversation. 

It's about them leading the organisation, they could come from any 

walk of life, CEO, CFO CHRM, etc. - all of them will have a 

different history and why but they…(are) passionate about it for 

some reason.” (CF5) 

 

SP2 describes one of their experiences: 

“For example, in another organisation, the MD had gone on a 

mindfulness course and become an advocate, so they knew what 

mindfulness did and so they contacted me to go in and work with 

their senior management team.” (SP2) 

OOH2 explains their view: 

“You just need to influence certain people and you must have heard 

that some sort of initiatives have come off the ground on the back of 

some director who on a Sunday afternoon thought this was a brilliant 

idea, and it's gone.” (OOH2) 

 

OWC1 their experience that this passion or enlightenment can take the place of a focus 

on money: 

“It's always money at the top, I think that if you're completely honest 

about it that is how these things arise in the first place, isn't it? Or, it 

is because the CEO has health problems and is therefore really 

passionate about it.” (OWC1) 
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4.5.8 Employee Reactions 

 

It was recognised throughout the interviews that it is essential that the employees 

themselves get on board with whatever a company decides to implement with regards 

to their wellbeing, whether this is to do with core organisational factors as discussed 

in theme 1 or with specific employee wellbeing-promoting activities as discussed in 

theme 2. A mixture of experiences were reported throughout the interviews.  

OHR4 described the following experience: 

“There has been a lot of resistance to any kind of changes that I've tried to 

make.” (OHR4)  

 

In line with this, SP5 shared the following: 

“The one thing that staff are always concerned about is about how 

their information is going to be used.” (SP5) 

 

“The employees can be cynical of the motive…it is very much a case 

of ‘why are you doing this?’” (SP5) 

 

 

On the other hand, OHR3 described a positive experience: 

“We’ve never really been short of volunteers, generally we’ve been 

very lucky, in anything we do we very seldom struggle for 

volunteers…on the whole people seem to be quite receptive and keen 

to get involved in new things.” (OHR3) 

 

 OHR3 then expressed the following view as to why this is the case: 

“I think with the wellbeing stuff, what is key is that it has been there 

for a long time, if it hadn’t and we suddenly started wanting to do all 

this then people would be suspicious and wondering what is going 

on, and it is important in terms of participation.” (OHR3) 

 

In line with this, OOH2 suggested: 

“If it doesn’t match the organisation’s underpinnings, it’s not going 

to work.” (OOH2) 
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OLW1 shared a slightly different experience: 

“There were a group of people that were very cynical and were 

making comments like, 'Now the company is going to tell us what to 

eat!' and they reacted very badly, but when we launched it the cynics 

quietened down because it had a positive impact and people were 

surprised I think by what we did and it genuinely made them feel 

that the company really cared about them.” (OLW1)  

 

“I was really pleased actually when we first launched it. We didn't 

know what was going to happen, but participation was very high.” 

(OLW1) 

 

2.5.9 Concluding Thoughts 

 

This section of Chapter 4 has considered an array of different factors which have the 

potential to act as both facilitators and/or barriers with regard to organisations taking 

action in this area. While the first three themes in the research look more directly at 

what organisations and consulting firms are doing in this area and the motivations for 

their actions, this theme takes a slightly different perspective by considering the 

challenges which they face.  

 

4.6 Conclusion  
 

This chapter has explored the findings of the research. The four themes identified in 

this chapter considered various aspects within the topic of employee wellbeing. 

Themes 1 and 2 considered the two main parts of employee wellbeing within 

organisations: the core organisational factors and the specific employee wellbeing-

promoting activities, and in doing so answered the first part of Research Question 1. 

The third theme explored the reasons companies may choose to focus attention on the 

wellbeing of their employees, answering the second part of Research Question 1, 

whilst the fourth theme considered the potential barriers and facilitators to this 

happening, answering the final part of Research Question 1. Research Question 2 was 

answered throughout all of the Themes in this chapter and in particular in the second 

part of Theme 2 (section 4.3.2). One of the objectives of this chapter was to present 
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the findings in a manner which focuses primarily upon what the interviewees had to 

share, this was achieved by avoiding the inclusion of discussion and interpretations. In 

the next chapter, the focus will shift to a discussion and further analysis of the findings 

presented in this chapter. 
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5.1 Introduction  
 

This chapter presents and discusses the theoretical analysis of the data in this research. 

As explained in Chapter 3 (Research Design: Methodology and Methods), the data 

was gathered using semi-structured interviews and an abductive approach combined 

with thematic analysis was employed (Braun and Clarke, 2006; Timmermans and 

Tavory, 2012). This approach entailed considering the data from the interviews 

according to various theoretical perspectives. Three principal theoretical perspectives 

were identified and used as the lenses through which the data was viewed and 

analysed: a Job Demands-Resources Theory (JD-R Theory) Perspective, a Human 

Capital Perspective, and a Corporate Social Responsibility Perspective. By analysing 

the data according to each of the alternative perspectives, a variety of understandings 

were reached. Because each of the theoretical perspectives approaches the data 

differently, it is no surprise that not all of the data is relevant to all three of the 

perspectives. Rather, certain data is more relevant to certain perspectives.  

As explained in the Findings chapter (Chapter 4), it was recognised that it would not 

be feasible to re-present the data in its entirety for each of the alternative perspectives 

employed in this thesis. Therefore, as noted above, ideas borrowed from thematic 

analysis were used in the analysis process and the findings were presented accordingly 

in the previous chapter (Chapter 4). Throughout this chapter, reference is made to the 

relevant sections of Chapter 4 (Findings), however at some points, particularly 

illustrative quotes are repeated in this chapter in order to further highlight the points 

being made. 

The remainder of this chapter is structured as follows. To begin with, there is a section 

which explains the process of selecting the three alternative theoretical perspectives 

which are employed in this study. Following this, there are three sections each of which 

presents the analysis of the data in turn according to the three perspectives employed.   
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5.2 The Selection of the Alternative Theoretical Perspectives  
 

The three perspectives employed are: a Job Demands-Resources Theory (JD-R 

Theory) Perspective, a Human Capital Perspective, and a Corporate Social 

Responsibility Perspective. As noted in chapters 1 and 2, there is a lack of engagement 

with theory in the employee wellbeing literature; one of the exceptions to this is the 

contribution made by the Job Demands-Resources Theory literature. The inclusion of 

this theory was therefore an obvious choice, and the valuable insights gained as a result 

are a testament to this. The second theoretical perspective comes in the form of Human 

Capital Theory. The researcher was introduced to the topic of employee wellbeing 

from the discipline of accounting and finance and this theoretical perspective in 

particular. After careful consideration, it was decided that this perspective offered a 

valuable way of analysing the data, particularly as it takes into account the financial 

side of the equation. The third theoretical perspective selected is perhaps a less obvious 

choice in some respects in that employee wellbeing does not feature heavily in the 

corporate social responsibility literature. However, it was considered important that 

this perspective be included because the idea of employee wellbeing being part of an 

organisation’s corporate social responsibility is often voiced by practitioners in the 

area and is also found in the more general practitioner-oriented literature.  

Overall, it was important that the perspectives chosen for this study were relatively 

compatible in terms of philosophical underpinnings but at the same time were different 

enough with regard to their scope that they offered varying insights to one another. 

There were also logistical considerations to take into account; the inclusion of three 

alternative perspectives was viewed as being ideal in that this offered a suitable level 

in terms of breadth of insights whilst not risking the dilution of depth of insights 

gained46. When choosing the perspectives to be included in this study, the overall 

objective of the research was also kept in mind: the creation of a new framework for 

the management and promotion of employee wellbeing. This came back again to the 

idea of balancing breadth and depth as well as considering carefully whether the 

perspective chosen would be beneficial with regard to meeting this objective. In 

                                                           
46 If many more perspectives had been employed, it would not have been possible to include as 

detailed analyses and this would have reduced the value of the research overall.  
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keeping with this, one of the sub-objectives focuses on the need for the framework to 

be valuable from a practitioner perspective as well as an academic one. This again was 

taken into consideration when choosing the perspectives; it would not have been 

valuable to have included a theoretical perspective which was very abstract in nature, 

therefore all three of the perspectives chosen are reasonably practical in character. 

 

5.3 Theoretical Perspective 1: Job Demands-Resources Theory (JD-R Theory) 

 

This section will begin by discussing the core ideas of Job Demands-Resources Theory 

and these will then be considered specifically in relation to the data in this research. 

Literature from the wider field of employee wellbeing more generally will also be 

brought into the discussion throughout the section. Job Demands-Resources Theory 

(JD-R Theory) is usually employed in quantitative research (see for example: 

(Hakanen et al., 2006, 2005; Xanthopoulou et al., 2007b), however the ideas and 

proposed connections put forward by this theory provide an interesting and 

informative way of organising and making sense of the data in this study despite this 

research being qualitative in nature. 

Job Demands-Resources Theory (JD-R Theory) is the evolved form of the Job 

Demands-Resources Model (Bakker and Demerouti, 2007; Demerouti et al., 2001). It 

states that all job characteristics can be regarded as either job demands or job resources 

(Demerouti et al., 2001).  Job demands are aspects of the job which are taxing in one 

or more of the following ways: physical, psychological, social, and/or organisational. 

On the other hand, job resources are aspects of the job (physical, psychological, social, 

and/or organisational) that perform one or more of the following functions:  

“(a) functional in achieving work goals; (b) reduce job demands and 

the associated physiological and psychological costs; or (c) stimulate 

personal growth, learning, and development.” (Bakker and 

Demerouti, 2014, p. 9).  

 

There are two important issues to be aware of with regard to job demands and job 

resources. Firstly, job demands are not necessarily negative, in fact their presence is 

important in terms of individual employees feeling adequately challenged in the 
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workplace; what is important is that the individuals in question have the necessary job 

resources in order to meet the job demands they face. Secondly, job resources are not 

only important in terms of meeting job demands but are also valuable in their own 

right.   

This theory proposes that job demands and job resources each generate different results 

with regard to employee wellbeing. Job demands have been shown to be linked with 

negative health consequences such as burnout, whilst job resources have been shown 

to be connected to positive outcomes such as employee engagement (Bakker et al., 

2007, 2010). Bakker and Demerouti (2014) explain this as follows: 

“With JD-R theory, we can understand, explain, and make predictions about 

employee wellbeing (e.g. burnout, health, motivation, work engagement) and 

job performance.” (p. 8) 

 

As noted in the introduction to this chapter, certain data is more in line with the ideas 

of some of the theoretical perspectives employed than others. In the following sections, 

the first three themes of the Findings, as presented in Chapter 4, will be explored in 

line with JD-R Theory; these are the three themes whose data can be most readily 

explained by this theoretical perspective47. 

 

5.3.1 Theme 1: Core Organisational Factors  

 

As presented in the previous chapter (Findings), there are four sets of core 

organisational factors considered in this research: organisational culture and values, 

line management, communication and employee involvement, and job design and role. 

As noted previously, this does not represent an exhaustive list, but rather, these are the 

factors which were discussed by the interviewees. It is interesting to note that none of 

the factors in Theme 1 of the Findings were asked about specifically in the interviews: 

they were raised independently by the participants, which emphasises their importance 

and relevance to employee wellbeing across the organisations in question.  

                                                           
47 The specific sections of chapter 4 will be referenced in footnotes throughout.  
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5.3.1.1 Organisational Culture and Values48  

 

The importance of organisational culture and values in relation to employee wellbeing 

was highlighted by most of the interviewees. The suggestion when viewing the data 

from a JD-R Theory perspective is that culture and values have the potential to act as 

either a job resource or a job demand depending on the situation. Three ideas came 

through the data when it was analysed according to Job Demands-Resources Theory.  

Firstly, the idea that culture and values are something that can be managed in order to 

create a supportive environment was discussed; this can be thought of as the creation 

of a job resource, for example OWC2 explained the way in which their organisation 

manages its culture through its values: 

 “We all have performance plans that are quite detailed and they're 

not managed on just output: fifty per cent on output and fifty per cent 

on…our organisational values, so you're actually measured on your 

organisational values and they're quite clear cut in terms of what 

does that actually mean against your job role…a lot of work has gone 

into actually this is what it looks like; these are the behaviours you'll 

see, so we're recruited and managed on behaviours as well as 

competencies and [there are] very clear pathways in terms of what 

that looks like: reviews, measuring, making sure that it is consistent 

across the organisation.” (OWC2) 

 

Bakker et al. (2007) found organisational climate (the way in which employees 

experience organisational culture) to be a significant job resource for teachers which 

helped reduce the job demand of dealing with challenging students. From the 

perspective of the wider employee wellbeing literature this can be understood in terms 

of culture (and associated values) being an underpinning psychosocial factor in 

organisations.  In line with this are the management standards from the Health and 

Safety Executive49. Organisational culture was included in the original 2001 version 

of the standards, however it was later taken out because it was assumed that it played 

an underpinning role in terms of the other psychosocial factors listed and therefore did 

not need to be included separately (Cousins et al., 2004). Leka and Jain (2010) 

                                                           
48 See section: 4.2.2 
49 Further details can be found at: http://www.hse.gov.uk/stress/standards/  
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highlight the idea that culture50, whilst not inherently negative can, if not managed 

effectively, become what they term a psychosocial hazard (Ibid., p. 5). It is when this 

shift happens that the potential risk to employee wellbeing arises (ILO, 1986). All of 

these ideas within the wider literature add further support to the idea that psychosocial 

factors can play the role of either job resources or job demands and that organisational 

culture can be considered to underpin this.   

Secondly, connections were also made by a number of interviewees between culture, 

loyalty and retention. For example, OHR3 shared the following:  

“The company started with about 7 employees…so it started as a 

small family and that culture has been maintained as they got bigger 

and a lot of those people from the early days are actually still with 

us so we’ve got people with 25 to 30 years’ service – it is good to 

see how happy and how loyal people are.” (OHR3)  

 

The above example points to the existence of the pathway explained in the JD-R 

literature where job resources can positively impact outcomes such as employee 

engagement and commitment (Bakker et al., 2007, 2010). This ties in to the wider 

literature in terms of the overall objectives of the management of employee wellbeing; 

two of the key objectives being to improve retention and increase employee 

commitment (Bevan, 2010; Goetzel et al., 2014). 

Thirdly, the idea of organisational culture working against the promotion of employee 

wellbeing was also discussed at length during the interviews. The suggestion here 

being that an unsupportive organisational culture could act as a job demand through 

the promotion of unhealthy work practices such as the encouragement of working 

excessive hours. Examples were provided in the data of an alternative pathway that 

could lead to negative outcomes for wellbeing, for example: 

“Banks are a great example…of where huge amounts have been 

invested in making sure that individuals have access to health and 

wellbeing, and they have the options to have screenings and so on. 

However…in terms of their culture, if you are the individual who at 

lunchtime leaves the desk and goes and does an hour-long workout 

in the gym that is on site at lunchtime and gets back to your desk 

                                                           
50 Along with the other factors considered in this section (5.2.1)  
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about an hour and a half later, you're not the one who is going to 

succeed at that business. The people who succeed are the people 

who…appear to be devoted to the business - the conversations are 

all around how much work, how long you're working for.” (CF5) 

 

The example above can be considered a textbook case of competitive presenteeism 

which was discussed in the literature review (Simpson, 1998). If the idea of 

competitively working long hours is part of the culture of an organisation then this has 

understandably been found to pressure the workforce in general to partake in this 

behaviour, leading to potential negative outcomes for employee wellbeing. This again 

can be explained when looking through the lens of JD-R Theory in the sense that 

culture in this instance is acting as a job demand. There is also a link to the wider 

literature here in terms of facilitators and barriers and the idea of whether or not an 

organisation has a ‘culture of wellbeing’ (Wilson et al., 2007). The example provided 

above would be demonstrative of the non-existence of a culture of wellbeing which 

again shows the pathway from culture to negative consequences for wellbeing.   

 

5.3.1.2 Line Management51  

 

Similarly to organisational culture and values, line management can be argued to have 

the potential to be either a job demand or a job resource depending on the skills and 

behaviour of the manager in question. In this research, the importance of the line 

managers’ role was widely recognised by interviewees and the idea that they are the 

front line when it comes to employee wellbeing was often raised.  

In the JD-R Theory literature, Bakker et al. (2003b) found the job resources of 

supervisory coaching and performance feedback to be predictors of organisational 

commitment and dedication from employees. Bakker et al. (2007) also found that 

supervisor support was an important job resource in terms of reducing the impact of 

job demands. These ideas are reflected in the following two examples from the 

interviews: 

                                                           
51 See section 4.2.3 
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“I think the biggest thing that has had an impact at reducing the stress 

is better leaders and better managers because that is really where it 

starts.” (OLW1) 

 

“One of the things that we did was have all of our management team 

on the ILM 5 leadership programme…it's not directly linked to 

wellbeing but as an aside, wellbeing has improved because of 

removing these conflicts and stresses people have when they come 

to work.” (OHR4) 

 

It is interesting to note that in the JD-R literature there is a focus on good line 

management being a job resource rather than poor line management being a job 

demand (Bakker et al., 2003b, Bakker et al., 2007) however, in the examples found in 

the data in this research there was greater focus on the idea of line management being 

a job demand. One way of looking at this is that there is an opportunity here to improve 

line management within organisations in question in order to create a resource from 

what is currently a demand. 

In line with the findings of this research, supportive line management is accepted as 

being important in terms of employee wellbeing beyond the realms of JD-R Theory. 

Line management is specifically included in one of the HSE’s management standards: 

‘support’. It is also identified as a potential psychosocial hazard by Leka and Jain 

(2010), whilst the Chartered Institute of Personnel and Development (CIPD) list 

‘management style’ as the second most prevalent cause of stress at work, with ‘lack of 

employee support from line managers’ also coming later in the list (CIPD, 2018, p. 

39).  

Therefore, the findings of this research along with the wider literature in this field 

provide considerable support for the idea found within the JD-R theory literature that 

line management is an important psychosocial factor that may be considered a demand 

or a resource depending on the circumstances in question. 
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5.3.1.3 Communication and Employee Involvement52 

 

Communication and employee involvement was another key area of interest for 

interviewees. Communication was discussed as being linked to employees feeling 

appreciated and valued by their organisation which, it could be hypothesised, could 

impact upon organisational commitment.  

Firstly, the connection between maintaining good communication and engagement 

were highlighted: 

“Most of the problems that happen along the way can be solved by 

communication and, apart from the fact that you solve the problems 

that you maybe weren’t aware of, it also makes staff feel much more 

engaged.” (CF1) 

 

The above example suggests a pathway to improved wellbeing and organisational 

commitment that stems from having good communication channels in place and 

involving employees, both of which could be viewed as job resources. In contrast, the 

effect of a lack of communication and employee involvement was discussed as being 

something which led to resistance and conflict in the workplace. The following 

example could be viewed as poor communication acting as a job demand to such an 

extent that the company felt the need to take action:  

“The leadership programme: the driver for that was poor 

communication between different managers and between managers 

and their teams, and the impact that that was having on the work that 

was taking place, so there was no direct decision making in terms of 

wellbeing but it's been a consequence of it.” (OHR4) 

 

The action taken here brings in ideas from the previous section on line management 

and shows the interconnected nature of these issues. Here, the existing job demand 

resulting from poor communication is actively managed and mitigated, resulting in 

improvements in wellbeing. In support of the idea of communication and employee 

wellbeing having the potential to be job resources or job demands, the wider literature 

                                                           
52 See section 4.2.4. 



200 

 

 

finds ‘lack of employee voice’ to be one of the causes of stress at work (CIPD, 2018). 

Also, poor communication is included as a potential psychosocial hazard in the wider 

literature (Leka and Jain, 2010, p. 5) whilst ‘Good communication’ is listed as one of 

the factors which distinguishes jobs and workplaces as ‘good’ (Waddell and Burton, 

2006, p. 34). 

 

5.3.1.4 Job Design and Role53 

 

The final core organisational factor in Theme 1 is that of job design and role. This 

again is something which it could be argued has the potential to be a job demand if not 

carefully considered and well managed, or a job resource that supports employees if 

managed effectively. However, in the data there was more focus on its potential to be 

a job resource. 

The value of ensuring that there is a match between the person in a role and the type 

of role itself was acknowledged, as well as the impact from an organisational 

perspective of getting this right. This could be considered a job resource in that it has 

the potential to alleviate some unnecessary job demands based on the subjective way 

in which an individual experiences different roles and tasks. For example, this 

consulting firm/service provider makes the following comments about the results of 

reassigning roles to match the employees: 

“They are happier in their positions, they have a better fit with what 

they are doing and that turns into better patient outcomes, patient 

satisfaction, the patient experience is better because the people are 

happier.” (CFSP3) 

 

This example clearly shows the way in which this area can be understood as a job 

resource if effectively managed, in that it can be ‘functional in achieving work goals 

and reduces job demands’ (Bakker and Demerouti, 2014, p. 9). It also shows the 

positive pathway created in terms, in this case, of better patient outcomes which 

presumably is one of the key objectives of the organisation in question. In the wider 

                                                           
53 See section 4.2.5. 
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literature, job design and role are often referred to: ‘Poorly designed jobs and/or roles’ 

are listed by CIPD (2018, p. 39) as one of the causes of stress at work, while Leka and 

Jain (2010, p. 5) list role ambiguity as a psychosocial hazard. ‘Role’, including whether 

people understand their role, is also one of the HSE management standards.  

 

5.3.1.5 Creating Good Workplaces54 

 

The final section of Theme 1 is that of ‘creating good workplaces’.  The idea put 

forward in this subtheme is that some interviewees were focused on the importance of 

creating a good environment and that they believed this to have an impact on the 

wellbeing of their employees. This subtheme can be considered as a culmination of the 

four core organisational factors discussed above, and it is strongly grounded in the 

wider literature (Bevan, 2010; CIPD, 2018; Goetzel et al., 2014; ILO, 1986; Leka and 

Jain, 2010; Waddell and Burton, 2006; Wilson et al., 2007). From the perspective of 

JD-R Theory, this could be thought of as an acknowledgement, by some of the 

interviewees, of the importance of getting the balance right and ensuring that the work 

environment is one in which there are adequate job resources in order to meet the job 

demands faced by the individual workers in the organisation.  

 

5.3.2 Theme 2: Specific Employee Wellbeing-Promoting Activities 

 

Theme two of the Findings chapter focuses on the specific interventions and activities 

that organisations may choose to implement which are designed to improve employee 

wellbeing. The ideas presented in Theme 1, discussed above, are more closely related 

to those normally considered by JD-R Theory, however this section introduces a new 

idea; that it is possible to argue that the interventions discussed in this theme have the 

potential to act as job resources. Although not traditional aspects of jobs, the 

interventions explored in Theme 2 are becoming more prevalent within workplaces. 

Unlike the organisational factors considered in the previous section, the initiatives 

discussed in this section are not considered to have the potential to act as job demands. 

                                                           
54 See section 4.2.6 
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Instead, the focus is upon their ability to be job resources. In this brief section, two of 

the most popular initiatives discussed in Theme 2 will be explored in line with the idea 

that they have the potential to act as job resources.  

 

5.3.2.1 Employee Assistance Programmes (EAPs) and Private Medical 

Insurance55  

 

Employee assistance programmes (EAPs) at their most basic, as explained in the 

literature review, are counselling services provided over the telephone. From a JD-R 

Theory perspective, EAPs could be viewed as having the potential to act as job 

resources. They operate on a psychological level and they aim to stimulate personal 

growth and development, helping individuals to resolve issues within their lives which 

may be impeding their performance in the workplace. This points to the idea that, if 

effective, they could promote a positive pathway leading to improved productivity 

from an organisational perspective.  This idea is supported by the following definition 

and explanation of EAPs from the wider literature56: 

“An EAP is a strategic and cost-effective workplace programme that 

is designed to assist productivity and attendance issues within the 

workplace and support employees to identify and resolve personal 

concerns that may affect job performance.” 

 

The majority of interviewees in this research (all except one) offered their employees 

access to an EAP, and although they were not tracking the impact of this, many 

reported that they were aware that this service was being widely used. In terms of 

EAPs’ ability to improve organisational outcomes such as attendance and 

performance, the wider literature found that although results were inconclusive in 

terms of absence reduction, they were promising in terms of reductions in productivity 

loss associated with presenteeism, as well as with increased functioning (Joseph et al., 

2017). Bringing together the ideas from JD-R Theory, the data in this research, and the 

                                                           
55 See section: 4.3.1.1.1 

 
56 http://www.eapa.org.uk/about-us/ (accessed 20/10/17) 

http://www.eapa.org.uk/about-us/
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wider employee wellbeing literature, there is support for the ideas that: firstly, EAPs 

are widely available; secondly, that they are also used by employees; and thirdly, they 

can be argued to act as job resources that have the potential to lead to a positive 

pathway in terms of employee wellbeing, in turn resulting in increases in productivity.  

On the other hand, private medical insurance could be considered a physical or 

psychological intervention, depending upon the treatment required, which has the 

potential to improve an individual’s ability to achieve work goals or, in other words, a 

job resource. The idea focused on in the interviews was that of reducing time taken off 

work as a result of a health problem; the individuals in question were able to return to 

work more quickly as a result of the insurance because they were able to get their 

treatment more quickly. Along similar lines are the onsite clinics discussed by 

interviewees which help employees to get the help and treatment they require quickly 

and in turn to increase their ability to do their jobs effectively. OHR2 explained this as 

follows: 

“We do have Bupa here. That has an obvious impact because I’ve 

had people here who have paid their £100 or whatever, then had their 

assessment and then had their knee/shoulder operations much 

quicker…you can tie that in very quickly in terms of cost benefit 

analysis.” (OHR2) 

 

Therefore, whilst the ideas put forward in Theme 2 are not as readily considered by 

JD-R Theory as are those in Theme 1, this section has explained the ways in which 

two popular interventions could be argued to act as job resources. The suggestion here 

being that this could promote the development of positive pathways in terms of 

wellbeing which in turn have the potential to positively impact the organisation, for 

example through increased productivity and reduced absenteeism. The ideas put 

forward in this section would of course require further investigation in order to gain 

more definitive answers, however the data in this study does point to the existence of 

these pathways. 
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5.3.3 Theme 3: Wellbeing Outcomes  

 

Theme 3 focuses on the reasons why organisations may be interested in the wellbeing 

of their employees. This theme considers several reasons put forward in the interviews 

which include absenteeism, employee retention, resilience, and productivity. As can 

be seen from this list, some of the reasons covered in the third theme of the findings 

are not covered in this section, for example the ability to attract employees, meeting 

legislation, and securing tenders and finance. The reason for the distinction is that 

some of the subthemes in this section are only achievable if employee wellbeing is 

improved; these are the subthemes analysed in this section. On the other hand, the 

others are potentially achievable without actually improving employee wellbeing. For 

example, organisations may increase their chances of securing a tender simply by 

claiming to have employee wellbeing promoting measures in place, though this is not 

dependent on the wellbeing of the employees being improved. Absence reduction, 

however, is unlikely to be an outcome of action taken if employee wellbeing itself is 

not improved. From the perspective of JD-R Theory therefore, it is the subthemes 

which require improvements in employee wellbeing that are considered. As discussed 

previously, JD-R Theory identifies two alternative pathways in terms of the outcome 

of job demands and job resources in workplaces. The first of these pathways is the 

negative pathway associated with job demands; the potential outcomes linked with this 

pathway are absenteeism, increases in turnover intentions, and burnout (see for 

example: Crawford et al., 2010; Demerouti, 2015). On the other hand, the positive 

outcomes found to be associated with job resources in the literature include reductions 

in absenteeism, increased commitment, engagement, and performance (see for 

example: Crawford et al., 2010; Demerouti and Cropanzano, 2010). These two 

alternatives represent firstly what employers are attempting to avoid and secondly 

what they are aiming to foster through the management and promotion of employee 

wellbeing.   
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5.3.3.1 Absenteeism57  

 

In the JD-R Theory literature, both Bakker et al. (2003b) and Hakanen et al. (2006) 

showed job demands to be predictors of health problems which were consequently 

linked to the organisational outcome of sickness absence, whilst Bakker et al. (2003a) 

considered job demands and their impact on burnout and related absences and were 

able to predict absence duration. There is considerable interest in absenteeism in both 

the JD-R Theory literature, as well as in the wider employee wellbeing literature 

(Aldana et al., 2005; CIPD, 2018; Goetzel et al., 2014; Kuoppala et al., 2008; Nunes 

et al., 2017), however, this did not appear to be a key area of interest for the 

interviewees in this study. This could in part to be due to the fact that the majority of 

the companies in the study did not have an adequate system in place for accurately 

measuring absenteeism, although this was something several of them were in the 

process of putting in place. The lack of a measurement system mean that the 

organisations were unaware of the extent of absenteeism and were also unable to 

calculate associated costs to the organisation. Absence was an area of interest for three 

of the interviewees and it was clear from the data that their reason for interest in this 

area lay in the financial benefits of reducing absence rate, for example OHR1 

explained the following: 

“All of this costs the company money – high absenteeism rates, high 

turnover rates, high recruitment costs – so if you can start reducing 

absenteeism; if you can reduce people wanting to leave the 

organisation by looking after them while they are here, then there is 

a direct link between that and the bottom line, and so there is such a 

strong business case.” (OHR1) 

 

It is interesting to note the connections that are being made by interviewees in the data 

on absenteeism. Firstly, that their interest in managing employee wellbeing is based in 

part on reducing absenteeism and therefore the suggestion is that they believe 

absenteeism is something which can be positively impacted by taking action in this 

area. And secondly, that this reduction is understood to have a financial benefit for the 

                                                           
57 See section 4.4.1 
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company in question; as interviewee OHR1 noted above, this is the business case, as 

explained in the literature review (Bevan, 2010; Goetzel et al., 2014).  

 

5.3.3.2 Retain Employees58   

 

The idea of retaining employees was something that most of the interviewees were 

focused upon to varying extents. Interviewees made comments such as: 

“Even though it was around wellness and wellbeing and health, the 

biggest impact was on the employer brand because people thought it 

was a great company and that led to better retention and advocacy in 

the marketplace.”  (OLW1) 

 

From a JD-R Theory perspective, the connection made between employee wellbeing 

and employee retention can be understood in relation to research which has found job 

resources to be linked with organisational commitment, which was consequently 

connected to turnover intentions (Bakker et al., 2003b and Hakanen et al., 2006). In 

the wider literature, the idea of the promotion of employee wellbeing being something 

that aims to improve retention is recognised; this is connected to the idea of creating a 

culture of wellbeing59. Goetzel et al. (2014) explain this as follows: 

“Establish a culture of health and well-being, where every worker 

feels valued and important to the enterprise—this will inspire greater 

loyalty and a high level of engagement.” (Goetzel et al., 2014, p. 

928) 

 

The data in this research, alongside the JD-R research and wider literature in employee 

wellbeing, therefore provides support for the idea of a pathway from the management 

and promotion of employee wellbeing to increases in employee commitment and 

retention.  

 

                                                           
58 See section 4.4.2. 

 
59 As noted earlier in this section: 5.3.1.1 
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5.3.3.3 Productivity60 

 

Productivity is discussed in the data as an issue in and of itself, however it also 

ultimately underpins the various issues discussed above. The objective of increasing 

productivity is one of the main reasons organisations wish to reduce absenteeism and 

retain employees and therefore the discussions above are relevant to this section.  

In direct relation to productivity, OWC1 made the following observation: 

“We don't want people just to come to work and be not really 

committed to it but rather to be present, productive and engaged with 

that work.” (OWC1) 

 

The connection between employee wellbeing and productivity has been explored in 

the JD-R literature, both from the perspective of job demands being linked to employee 

burnout and reductions in performance (Bakker et al., 2004) and also in terms of job 

resources being linked to increases in commitment and performance (Bakker and 

Demerouti, 2014). In the wider employee wellbeing literature, increasing productivity 

is seen as a key objective of employee wellbeing management and promotion (Bevan, 

2010; Goetzel et al., 2014).  Schulte and Vainio (2010) note the following in reference 

to this: 

 “A growing body of literature links workforce wellbeing to 

productivity particularly in terms of health as a component of well-

being.” (p. 424) 

 

Deeply wedded to the idea of productivity, although interestingly not a focus for the 

interviewees in this study, is presenteeism. Hemp (2004) notes the following: 

“Presenteeism…can cut individual productivity by one-third or 

more. In fact, presenteeism appears to be a much costlier problem 

than its productivity-reducing counterpart, absenteeism. And, unlike 

absenteeism, presenteeism isn’t always apparent.” (p. 49) 

 

                                                           
60 See section 4.3.4 
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The following quote is representative of the experiences of the interviewees in this 

study in relation to presenteeism, and it highlights the idea of the lack of visibility of 

presenteeism in the workplace: 

“Presenteeism is very difficult, managers don't really take it into 

account so for me as an HR manager it is difficult to get details of 

that…we have to make sure that the people who are here are fit and 

healthy to work because then we are going to get the most from them 

but that is difficult to trickle that to other areas of the business.” 

(OHR4) 

 

It is interesting to note the interviewees’ lack focus on presenteeism due to its 

intangible and subjective nature alongside their keen interest in increasing productivity 

in a more general sense and the idea running through the data that productivity is 

something which can be increased through employee wellbeing management and 

promotion.    

When all of the above ideas in this section, in addition to the others previously, are 

considered in conjunction with one another, there is substantial support for the idea of 

a pathway between the promotion of employee wellbeing and increases in 

productivity. 

 

5.3.4 Concluding Thoughts 

 

This section of the analysis chapter has explored the analysis of the data according to 

Job Demands-Resources Theory (JD-R Theory). The three themes of the data which 

are most relevant to the theory (Themes 1, 2, and 3) were analysed in turn with specific 

reference to the JD-R Theory literature alongside the wider literature in the field of 

employee wellbeing. The overall conclusions reached through this analysis are as 

follows. Firstly, that the core organisational factors in this research (Theme 1) can act 

as either job demands or job resources depending upon the way in which they are 

managed in an organisation. Secondly, that specific wellbeing initiatives have the 

potential to act as job resources but are unlikely to act as job demands. And finally, 

that the job demands and resources created in Themes 1 and 2 determine the wellbeing 
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outcomes. The following section of this chapter will move on to analyse the data in 

this research in line with a human capital perspective. 

 

5.4 Alternative Theoretical Perspective 2: Human Capital Perspective  
 

This section will begin by providing a background to Human Capital Theory 

Perspective and the way in which employee wellbeing can be considered a component 

of human capital and following this the data will be analysed in line with this 

perspective.  

 

5.4.1 An Overview of Human Capital Theory 

 

Acemoglu and Autor (2011) provide a very broad definition of human capital:  

“Human capital corresponds to any stock of knowledge or 

characteristics the worker has (either innate or acquired) that 

contributes to his or her ‘productivity’.” (p. 3) 

 

This idea can be traced back to the work of Adam Smith, who stated:  

“The acquisition of … talents during … education, study, or 

apprenticeship, costs a real expense, which is capital in [a] person. 

Those talents [are] part of his fortune [and] likewise that of society.” 

(Smith, 1776, as quoted in Goldin, 2016, p. 1) 

 

However, it wasn’t until much later that the concept became popularised and more 

widely accepted. Gary Becker, author of Human Capital: A Theoretical and Empirical 

Analysis, with Special Reference to Education is viewed as being one of the founders 

of the modern human capital debate (Becker, 1964, 1962). Relevant to the topic of 

employee wellbeing Nielson et al. (2007) quotes Becker (1964, 40) who stated:  

“One way to invest in human capital is to improve emotional and 

physical health.” (Becker, 1964, p. 40, as quoted in Nielsen et al., 

2007, p. 243) 
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In line with this, another founder of the area at this time, Schultz, listed five major 

categories of improving human capabilities, the first of which is:  

“Health facilities and services, broadly conceived to include all 

expenditure that affect the life expectancy, strength and stamina, and 

the vigor or vitality of a people.” (Schultz, 1961, p. 9) 

 

The main idea of human capital theory can be understood as each person having a 

stock of human capital in which investment can be made. This can be done in various 

ways depending upon the aspect or component of human capital being considered. 

This investment can be made by any party including the individuals themselves or, in 

the case of employees, their employer. The expectation is that an investment in 

individuals’ human capital will result in their being more productive and therefore 

more ‘valuable’ to their organisation. For example, the theory can be used to explain 

differences in wages between individuals with differing levels of education and to 

explain that, in general, education is positively correlated with income (Becker, 1993). 

Training in the workplace is an easy way of understanding this idea in that the objective 

of training which organisations provide is usually that their employees further develop 

specific skills (i.e. components of their human capital) and as a result are better able 

to perform their jobs and that this is of benefit to the organisation as a whole.  

In the mid-1990s, the concept of intellectual capital started to become popular in line 

with a shift away from manufacturing-focused work to service and knowledge work 

in Western economies (Brooking, 1996; Edvinsson and Malone, 1997; Lynn, 1998; 

Stewart, 1997; Sveiby, 1997). Although a variety of taxonomies of intellectual capital 

exist, the most well-known is the division of the concept into three categories: human 

capital, relational (or customer) capital, and structural (or organisational) capital.  As 

noted previously, human capital includes the various abilities and attributes that 

employees bring to their places of work, for example skills, education, experience, and 

an ability to work as part of a team. Relational capital focuses on the external 

relationships an organisation maintains, these include not only relationships with 

suppliers and customers but also issues related to reputation and brands. Finally, 

structural capital includes the various processes and operations of the company such 

as databases, information systems, and organisational culture. A further way of 
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categorising intellectual capital, which is of particular relevance to this research, was 

put forward by Roslender and Fincham (2004). They suggested that human capital 

should be thought of as primary intellectual capital, whilst much of what is covered by 

the terms ‘relational’ and ‘structural capital’ should be termed ‘secondary intellectual 

capital’. The reason for this distinction is not one of suggesting that primary 

intellectual capital is more important than secondary capital, but rather that it should 

be acknowledged that employees are both the source of human capital and the creators 

of relational and structural capital. Two years later, Roslender et al. (2006) promoted 

the idea that employee wellbeing should be considered part of the stock of human 

capital alongside attributes such as skills, experience, creativity and the ability to work 

as part of a team. Furthering this idea, Nielsen et al. (2007) proposed that health could 

be seen as the lost foundation of human capital: 

 “…knowledge, competences and abilities are important aspects of 

human capital. However, it must also be recognised that the extent 

to which these aspects are applied in work situations is determined 

by the health of each employee as well. Physical health and 

psychological well-being play a decisive role in a person’s ability to 

achieve high efficiency, flexibility and innovativeness.” (p. 244) 

 

However, Nielsen et al (2007) also note that whilst early contributions to this debate 

considered health to be a component of human capital, the idea of health promotion as 

a way of enhancing human capital has been lost over time. The idea of promoting 

human capital now centres around employee training in order to enhance relevant skills 

(p. 243).  

By bringing together the development of these ideas over time, we can view employee 

wellbeing as an underpinning component of human capital. In other words, reductions 

in employees’ wellbeing are argued potentially to lead to reductions in employee’s 

ability to put the other components of their human capital to use in their organisations. 

Human capital can also be thought of as primary capital, responsible for the creation 

of secondary capital, or relational and structural capital. In this way, the importance of 

employee wellbeing can be seen as well as the connections which exist: 
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“It is rather obvious that employees’ workability, health and 

wellbeing are intermediate steps on the pathway to profitability.” 

(Nielsen, 2007, p. 244) 

 

5.4.2 Analysing the Data According to Human Capital Theory 

  

The Human Capital Perspective provides an interesting way of understanding a 

considerable proportion of the data in this research61. In the third theme of the 

Findings, which explores the motivations behind companies taking action in this area, 

one of the ideas expressed is that of employee wellbeing being a driver of business 

performance. Understandings generated from the Human Capital Perspective centre 

around this idea. The idea that employee wellbeing can be considered a driver of 

business performance can be seen as synonymous with it being a component, or even 

the underpinning component, of human capital. Both of these ideas are grounded in 

the belief that the wellbeing of employees plays a vital role in organisations, regardless 

of whether it is being managed or not.  

When analysing the findings of this study according to Human Capital Theory, two 

principle sets of ideas come through the data. The first of these provides support for 

the idea that some of the companies interviewed do view employee wellbeing as a 

component of human capital. There are a number of interesting examples in the data 

which support this idea and suggest that in some organisations there is recognition that 

the wellbeing of employees acts as a precursor in terms of the value they are able to 

offer the organisation. The following example from OLW1 sums up this idea: 

“A key part of the success of the organisation is to have the right 

people, with the right skills and the right mind-set and obviously the 

right health to be able to deliver their best work and achieve the goals 

for the business.” (OLW1)   

 

From a human capital perspective the above quote can be understood as the 

interviewee describing the components of human capital that they need in their 

employees in order to drive business performance, i.e. skills and mindset underpinned 

                                                           
61 As in the previous section, the relevant sections of chapter four will be provided as footnotes 

throughout this section. 
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by their health. This quote perfectly demonstrates the idea of employee wellbeing 

being seen as part of an individual’s human capital and also shows the connection 

between this and the business itself. Considering the wider literature in the area, there 

are aspects of the business case for investing in employee wellbeing, in particular the 

focus on reducing absenteeism and increasing factors such as productivity and 

resilience, that can be understood in line with these ideas (Bevan, 2010; Goetzel et al., 

2014). It is by improving employee wellbeing that these factors are improved upon 

and this in turn is anticipated to impact positively upon the organisation in terms of its 

ability to meet its business objectives. 

On the other hand, in complete contrast, the second set of ideas coming through the 

data is that some of the organisations do not view employee wellbeing as a component 

of human capital. This idea is demonstrated by quotes such as the following: 

“There is not a lot of support out there, I mean the only thing that 

‘we’ do are things forced by statutory obligation. For example,…if 

an employee is working with a screen and, according to their 

opticians, as a result they now need glasses and they are willing to 

state that this is part of the problem then they [the organisation] will 

contribute towards a pair of glasses.” (OHS1) 

 

The tone of this quote is entirely different from that of the one provided previously. 

From a human capital perspective, the idea coming from this quote is that the company 

in question does not view employee wellbeing as a component of human capital. The 

remainder of this section analyses and discusses various relevant parts of the Findings 

chapter of this study in relation to these two alternative ideas.   

 

5.4.2.1 Absenteeism62  

 

Absenteeism provides perhaps the simplest way of considering how employee 

wellbeing impacts upon the ability of an individual to add value to their organisation 

through the other aspects of their human capital: if an employee is absent from their 

workplace then they are unable to add value in any way, directly impacting 

                                                           
62 See section: 4.4.1 
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productivity (Schulte and Vainio, 2010). The following quote demonstrates this 

realisation from one of the organisations: 

“We did an awful lot of work some years ago on managing 

attendance not because they all thought that the people off sick 

should get more support but actually when we were able to 

demonstrate the cost of having X number of colleagues on long term 

sick or ‘this is financially how you have lost in your team over ten 

years…if you had another ten members how much more effective 

you could be.’ It is down to showing where the impact is.” (OOH1) 

 

It is interesting to note that although there is considerable interest in absenteeism in 

the literature (Aldana et al., 2005; Bevan, 2010; CIPD, 2018; Goetzel et al., 2014; 

Kuoppala et al., 2008; Nunes et al., 2017), interest from interviewees in this study was 

limited. When considering this lack of interest from a Human Capital Theory 

Perspective, it could be argued that it points to the idea that the companies who did not 

show interest in this area were perhaps not actively viewing employee wellbeing as a 

component of human capital. As the interviewee shared in the above quote: ‘It is down 

to showing where the impact is.’ If an organisation is not viewing the area in this way 

then they may not be looking for this impact and, as a result, may be ignorant of it63.  

 

5.4.2.2 Retaining Employees64 

 

In terms of retaining employees, the idea of the value of the investments in other 

aspects of employees’ human capital came through the interviews. The following 

quote demonstrates the idea that these organisations have spent considerable amounts 

of money on developing aspects of their employees’ human capital in terms of specific 

                                                           
63 Presenteeism is another issue which, although widely discussed in the literature (Dew et al., 2005; 

Hemp, 2004; Johns, 2010; Whysall et al., 2017), was of limited interest to the interviewees. This topic 

becomes particularly relevant when considering the data from a Human Capital Perspective because 

presenteeism has the potential to reduce productivity at work (Johns, 2010). In this sense, it can be 

viewed as a very direct way of considering how employee wellbeing is a driver of performance or, in 

other words, is a component of human capital. If an employee attends work when unwell, for 

whatever reason, then there is the potential for this to reduce their ability to put their other human 

capital attributes into action and this must to some degree impact upon their personal performance and 

in turn that of the organisation. Alongside the lack of interest in absenteeism discussed above, this 

suggests that the companies disinterested in presenteeism are arguably not viewing employee 

wellbeing as a component of human capital.  

 
64 See section 4.4.2 
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skills, and that in order for them to put these into practice effectively for the benefit of 

the organisation, they need them to be well. In other words, acknowledgement that 

wellbeing underpins their employees’ human capital: 

“There aren’t lots of new people coming in so we can’t afford to 

make them ill, we need to retain our talent and our investment.” 

(OOH2) 

 

In line with the ideas expressed on absenteeism above, an employee who is ill is likely 

either not to be present at all, or to be present but working at reduced capacity, or 

alternatively they reach the point of burnout and leave the organisation altogether. This 

ultimately supports the idea of human capital underpinning the idea of employee 

wellbeing as a business case. This brief section provides support for the idea that 

employee wellbeing is viewed as a component of human capital in these instances.   

 

5.4.2.3 Resilience65  

 

The focus on resilience present in many of the interviews can also be explained using 

the Human Capital Perspective. Being stressed and unable to cope with the demands 

of work, or life in general, can be seen as one end of a scale with resilience sitting at 

the other end. There was a recognition from interviewees that, ideally, they want 

people to be at the resilient end of the scale and therefore in a position to add the most 

value to the company through their other human capital, for example: 

“I suppose it evolved, it started with how can we create a high 

performing culture and then it moved on to how can we create a 

healthier more resilient workforce because we have got issues with 

people who are not able to cope with the amount of pressure and 

change.” (OLW1) 

Resilience can be thought as an aspect of the employee wellbeing component of human 

capital that underpins other aspects of human capital. Increasing the resilience of 

                                                           
65 See section 4.3.3 
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employees is something which is listed as one of the objectives of investing in 

employee wellbeing66 (Bevan, 2010; Goetzel et al., 2014).  

 

5.4.2.4 Productivity67  

 

Productivity is the underpinning factor in all of the issues discussed above and 

ultimately it is a big part of the overall story when considering the data from a Human 

Capital Perspective. The term ‘productive’ can be seen as synonymous with the idea 

of effectively putting human capital into action. The fundamental argument is that 

individuals who are physically and mentally fit and well are in the best position to be 

productive or, in other words, to use the various components of their human capital 

such as: their creativity, team working abilities, and specific training, in the most 

effective and efficient way for the benefit of the organisation in question. The 

following example demonstrates this idea well: 

“We don't want people just to come to work and be not really 

committed to it but rather to be present, productive and engaged with 

that work.”  (OWC1) 

 

It is interesting to note that all of the interviewees showed considerable interest in 

productivity and the idea of increasing it. The comparative interest in increasing 

productivity in contrast to the lack of interest from some interviewees in factors such 

as absenteeism and presenteeism is interesting; this suggests a lack of joined-up 

thinking68 in this area in that on one issue an organisation may acknowledge the 

importance of employee wellbeing while, paradoxically, on another this 

acknowledgement appears to be lacking.  

                                                           
66 This objective can therefore potentially be understood differently to some of the other objectives, 

such as that of reducing absenteeism, because resilience can be viewed as an enabling aspect of 

employee wellbeing, itself sitting before other organisational objectives.   

 
67 See section 4.3.4 

 
68 The finding of a lack of joined-up thinking provides further support for the need of a framework in 

this are: the overall objective of this research. 
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5.4.2.5 Secrecy versus Sharing69 

 

One of the subthemes in the fourth theme of the Findings is ‘secrecy vs sharing’. This 

is presented in the Findings chapter as a barrier to the promotion of employee 

wellbeing because this is the way it was expressed by interviewees, for example: 

“This is an area that I think should be shared and in ‘this industry’ 

we're very secretive, you don't want to give somebody a competitive 

advantage but when you're talking about the health, safety and 

wellbeing of people, I'm a firm believer in sharing best practice, don't 

try and reinvent the wheel, share that sort of thing.” (OWC2) 

 

However, when these ideas are viewed from a Human Capital Perspective they take 

on an alternative meaning. It could be argued that organisations which guard their 

approach to employee wellbeing and are reluctant to share what they do with their 

competitors act in this way because they believe there is a competitive advantage to be 

found in the promotion of employee wellbeing. In this sense, they believe that if they 

are successful in this endeavour they will be ahead of their competitors. This suggests 

that employee wellbeing is being seen as something which can be invested in in order 

to bring value to the organisation in the future. This again fits with the idea that 

employee wellbeing is being seen as a component of human capital which plays a 

faciliatory role in terms of increasing the value of employees to their respective 

organisations. 

 

5.4.1.6 Enlightened Executives70 

 

In Theme 4 there is also a section on the idea of ‘enlightened executives’ which was 

raised by several interviewees. This is relevant here because an enlightened executive 

is an individual in a position of influence/power in an organisation who, for some 

reason, becomes aware of the impact their own wellbeing has upon their productivity. 

One of the consulting firm interviewees explain this as follows:  

                                                           
69 See section 4.5.6. 

 
70 See section 4.5.7 
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“If it is an enlightened executive who's gone through some form of 

revelation in terms of understanding how health can influence their 

personal performance then you've got a very different conversation. 

It's about them leading the organisation, they could come from any 

walk of life, CEO, CFO CHRM, etc. - all of them will have a 

different history and why but they are passionate about it for some 

reason.” (CF5) 

 

The importance of the way employee wellbeing is viewed by decision makers in the 

organisation comes to the fore here in that the shift in the mindset of this influential 

individual can make a big difference in the way their organisation then manages and 

possibly promotes wellbeing. It could be argued that the revelation about their own 

wellbeing is an acknowledgement of the idea that it is an underpinning component of 

their own human capital and if it is compromised it is not possible for them to give 

their best in terms of their other aspects of human capital. They then apply this thinking 

to the other members of the organisation and begin to see employee wellbeing as a 

driver of business performance. In the wider literature, the importance of senior 

leadership in terms of employee wellbeing is widely recognised, this is both in terms 

of the barrier to success that a lack of senior leadership support can create and of the 

facilitatory role that it has the potential to be, as is discussed above.  

Also relevant here is the idea that the individual who plays the principal role in the 

promotion of employee wellbeing needs to hold a position of power within the 

organisation in order to be able to make decisions and bring about change, therefore 

an enlightened executive who has this level of power can be a great enabler in this area 

(Driessen et al., 2010; Rojatz et al., 2016; Wierenga et al., 2013). 

 

5.4.1.7 Investment and Related Challenges71  

 

One of the focuses of theme 4 of the Findings is return on investment and the emphasis 

which the majority of the interviewees appear to place on it. For example:  

“I think at the moment it is the Holy Grail isn't it, everyone wants to 

know how do you get ROI, what's the best way…I report into our 

                                                           
71 See section 4.5.1 to 4.5.3 
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leadership team…they're really interested in the money, the savings 

and all that side of things.” (OWC1) 

 

When the interviewees talk of an investment being made in employee wellbeing it 

raises questions about what they mean by this. The Human Capital Perspective 

provides an understanding of this in that the term ‘investment’ is used in reference to 

money spent on managing or improving employee wellbeing because there is often an 

expectation that this ‘investment’ will result in financial benefits for the organisation 

in the future. This fits with the ideas expressed at the beginning of this section in terms 

of employee wellbeing being an underpinning or facilitating component of human 

capital that enables employees to put other aspects of their human capital to work in 

the best way possible and in, doing so, increases the value of the employee to the 

organisation. This links to ideas in the wider literature about the business case for 

employee wellbeing (Bevan, 2010; Goetzel et al., 2014).  

However, it is also widely recognised in the literature and also in the findings of this 

research that there are challenges associated with proving the value of these 

investments. For example, one of the organisational interviewees makes the following 

assertion:  

“Although I do absolutely see the value of investing in the people 

and looking from the people perspective, sometimes I even find it 

difficult to sell some of the broader concepts of wellbeing because 

I’m not sure what the direct link is…I can’t tell you if it has a direct 

effect on the productivity, a direct effect on the bottom line or it’s 

one of those things that ‘oh that was nice for the firm to do’ but is 

forgotten. I don’t know, I honestly can’t tell you.” (OHR1) 

 

The uncertainty over the value of any investment in employee wellbeing was 

something discussed at length by many of the interviewees. The same arguments in 

terms of justifying investment in employee wellbeing are levelled at other investments 

in human capital:  

“The minute that a company isn’t doing quite so well or recession 

hits, it is employee training, etc. that gets cut, because it is an easy 

figure to cut…most companies say ‘people are our greatest asset’ but 

they are not willing to invest in it.” (SP2) 
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This comparison demonstrates the similarity between employee wellbeing and other 

more widely acknowledged aspects of human capital.  

 

5.4.2.8 Concluding Thoughts   

 

Theme 2 of the Findings chapter divides the organisations in the study into two groups. 

Whilst all of the organisations do what is absolutely necessary in terms of employee 

wellbeing, for example meeting statutory obligations, the idea comes through the data 

that there is a big difference between this sort of box-ticking approach (demonstrated 

by organisations in the first of these groups72) in comparison with viewing employee 

wellbeing as a driver of business performance and actively seeking to promote it (as 

demonstrated by organisations in the second group73). By bringing the subtheme of 

‘embeddedness’ as discussed in theme 474 of the Findings chapter into the 

conversation, it can be argued that the level of embeddedness of the ideas associated 

with employee wellbeing can be seen as an indication of how committed organisations 

are or, in other words, whether or not they are viewing employee wellbeing as a 

component of human capital. Whilst an organisation may appear to consider employee 

wellbeing as a component of human capital when considering one issue, this may not 

be matched when analysing their approach to a different issue. Therefore, overall, it 

can be said that viewing the data in this research from a Human Capital Perspective 

provides some very interesting understandings and insights. There are organisations 

which do not appear to consider employee wellbeing as a component of human capital 

on any level while there are others which do appear to take this view to varying extents, 

however, overall there seems to be a lack of joined up thinking across the various 

issues in this area.  

 

 

                                                           
72 See section: 4.3.1.1 Group 1: Do Only What is Required  

 
73 See section: 4.3.1.2 Group 2: Be Progressive/Lead the Industry   

 
74 See section: 4.5.7 
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5.5 Alternative Theoretical Perspective 3: Corporate Social Responsibility 
 

This perspective considers the data in the research in line with the idea that employee 

wellbeing is part of an organisation’s corporate social responsibility. This 

responsibility can be defined as follows: 

“The social responsibility of business encompasses the economic, 

legal, ethical, and discretionary expectations that society has of 

organizations at a given point in time.” (Carroll, 1979, p. 500) 

 

Garriga and Mele (2004) categorise the various different theories which exist in the 

study of corporate social responsibility into four main groups. Within each of these 

groups a variety of approaches exists. Although this section does not entirely exclude 

all other approaches available, the perspective of particular interest is that of ‘corporate 

social performance’ and it is one of what the paper terms ‘integrative theories’. Garriga 

and Mele (2004) explain this as follows: 

“…searches for social legitimacy and processes to give appropriate 

responses to social issues.” (p. 63) 

 

One of the key contributors to this area, as identified by Garriga and Mele (2004), is 

Archie Carroll. This section will draw upon three of his theoretical contributions made 

in this field: Carroll (1979); Carroll (1991); and Schwartz and Carroll (2003)75. Each 

of these contributions builds on the previous, however, for the purpose of this research 

there are aspects of each which are of value when analysing the data, therefore all three 

are taken into consideration.  

This section will be structured as follows. Firstly, the importance of organisational 

legitimacy will be considered and an overview of the three key theoretical papers will 

be provided. Following this, the remainder of this section will explore how the ideas 

                                                           
75 It is recognised that the literature available on the topic of corporate social responsibility is very 

broad. It was deemed essential that the analysis of the data in this research be guided by a specific set 

of ideas in this field and after careful consideration the contribution by Archie Carroll were chosen 

based on the relevance to the topic at hand as well the practical nature of the contributions.  
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put forward in the contributions mentioned above can be used to analyse the data in 

this research. 

5.5.1 Organisational Legitimacy  

 

Before exploring how the ideas in the above contributions can be used in the analysis 

of the data in this research, it is valuable to note the importance of the term ‘legitimacy’ 

in the definition provided previously and to briefly explain this concept. Organisational 

legitimacy can broadly be defined as follows: 

 “A condition or status which exists when an entity’s value system 

is congruent with the value system of the larger social system of 

which the entity is a part. When a disparity, actual or potential, exists 

between the two value systems, there is a threat to the entity’s 

legitimacy.” (Dowling and Pfeffer, 1975, p. 122)  

 

This disparity is sometimes referred to as the ‘legitimacy gap’, and this occurs when a 

company acts in a way which is out of alignment with social expectations (Lindblom, 

1994). Legitimacy is considered to be both an abstract concept (Tilling and Tilt, 2010) 

and an essential resource for organisations (Dowling and Pfeffer, 1975) particularly 

because its absence can lead to organisations finding it difficult to secure other 

important resources. Neu et al. (1998) explain this as follows: 

“[Maintaining legitimacy] helps to ensure the continued inflow of 

capital, labour and customers necessary for viability…It also 

forestalls regulatory activities by the state that might occur in the 

absence of legitimacy.” (p. 265) 

 

From this perspective, it is proposed that every organisation operates in a social 

environment which requires certain behaviour and that, by acting in a way which 

matches the expectations of this social environment, the organisation secures 

legitimacy which in turn enables it to attract other essential resources such as labour. 

The expectations which exist for an organisation can be termed its ‘corporate social 

responsibility’, and what needs to be taken into consideration by organisations changes 

over time as the social environment within which the organisation exists develops 

(Carroll, 1979).  The data from this study will be considered in line with this 

perspective, based upon the idea that employee wellbeing has become part of 

organisations’ corporate social responsibility. 
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5.5.2 An Overview of the Three Key Theoretical Contributions 

 

As explained above, this perspective draws primarily on three theoretical contributions 

to the area of corporate social responsibility: Carroll (1979); Carroll (1991); and 

Schwartz and Carroll (2003). Whilst these contributions all centre around similar core 

ideas, each approach them in a slightly different manner. As noted previously, each 

paper builds upon the previous contributions, however, because there are aspects 

unique to each one which are of value in the analysis of the data in this research, it is 

interesting to consider them in conjunction with one another in order to build a more 

complete overall picture.  

 

5.5.2.1 Contribution 1: Carroll (1979) 

 

Carroll (1979) is the first of the three papers. In this article, the idea of four categories 

of social responsibility are put forward: economic responsibilities, legal 

responsibilities, ethical responsibilities, and discretionary responsibilities76. In 

addition to the categories of social responsibility, Carroll (1979) identifies various 

different social issues such as the environment and occupational safety, and it is 

suggested that these are issues which organisations must take into consideration in 

order to maintain legitimacy. Finally, the philosophy of social responsiveness is 

brought into the discussion with the objective being to focus attention not on whether 

management has a social responsibility, but rather on what action it takes. These three 

interconnecting ideas are presented in Figure 5.1 below.  

 

 

 

 

 

 

                                                           
76 These will be explained further when discussing the third paper, Schwartz and Carroll (2003), 

which provides the most comprehensive overview of the categories out of the three papers. 
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Figure 5.1: A Three-Dimensional Conceptual Model of Social Performance 

Source: Carroll (1979, p. 503)  

As can be seen in the diagram above, the X-axis shows the social issues involved, the 

Y-axis shows the categories of social responsibility, and the Z-axis shows the 

philosophy of social responsiveness. In this research, of course, there is only one social 

issue of interest: employee wellbeing. When exploring the idea of social 

responsiveness, Carroll (1979) draws on the work of several researchers (Davis and 

Blomstrom, 1975; McAdam, 1973; Wilson, 1975), however, the work of Wilson 

(1975) is selected and used in the model. When considering the other papers available 

on this topic in conjunction with the data in this study, it was decided that McAdam 

(1973) offers a better way of differentiating between the approaches of organisations 

in terms of social responsiveness. McAdam (1973) provides the following categories: 

1) Fight all the way 

2) Do only what is required 

3) Be progressive 

4) Lead the Industry  
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Therefore, the analysis of the data in this section will draw upon the work of McAdam 

(1973) rather than Wilson (1975).  

In order to better demonstrate this, as well as the sole focus on employee wellbeing, 

the following figure (5.2) has been created by the researcher. 

 

Figure 5.2: Adaption by Researcher of Carroll’s (1979) Three-Dimensional 

Model 

 

As can be seen in figure 5.2 above, the philosophy of social responsiveness on the Z-

axis is now in line with the categories proposed by McAdam (1973) and employee 

wellbeing is the only social issue under consideration.  

 

5.5.2.2 Contribution 2: Carroll (1991)  

 

Carroll (1991), the second of the papers, further develops the ideas presented in Carroll 

(1979). The approach taken here is to simplify the message and focus specifically on 

the categories of social responsibility, presenting these in a pyramid as can be seen in 
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the diagram below. The only change from Carroll (1979) is that the term 

‘discretionary’ has been replaced by the term ‘philanthropic’. 

 

Figure 5.3: Pyramid of Corporate Social Responsibility 

 

Source: Carroll (1991, p. 40) 

 

The pyramid model has been used extensively in research into corporate social 

responsibility, however, over time a number of issues with the model have been raised 

(Schwartz and Carroll, 2003). The first of these is the use of the pyramid itself which, 

it has been argued, could be interpreted as showing the top section (philanthropic) as 

being the most important area or something to aspire to whereas, in reality, the idea is 

that the first three domains, from the base up,  are the most important. Also, one of the 

principal features of the ideas presented in both Carroll (1979) and Carroll (1991) is 

that the different domains overlap, and this is difficult to depict in a pyramid although 

the dotted lines are an attempt to do this. In addition to problems resulting from the 

use of a pyramid, issues also arose from the use of a separate category for philanthropic 

(or ‘discretionary’, as it was termed in Carroll, 1979), the criticism being that it should 

not be thought of as a responsibility of businesses in itself but rather as something 
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which may be part of the economic and/or ethical categories. The final criticism of 

both Carroll (1979) and Carroll (1991) is that there is a lack of development of the 

different domains of which it comprises. 

 

5.5.2.3 Contribution 3: Schwartz And Carroll (2003)  

 

Schwartz and Carroll (2003), the third contribution, sought to remedy the various 

issues identified in Carroll (1991) as discussed in the above section. In order to do this, 

they created a ‘three domain approach’ using a Venn diagram which includes the three 

original domains: economic, legal, and ethical, but which does not have a separate 

category for philanthropic/discretionary (as noted previously, this is may be part of the 

ethical and/or economic categories).  As can be seen below in Figure 5.4 below, the 

use of a Venn diagram means that there are seven categories created by the overlapping 

of the three domains. 
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Figure 5.4: Three Domain Model of Corporate Social Responsibility 

Source: Schwartz and Carroll (2003, p.509) 

 

Firstly, there are the three original domains: purely economic, purely legal, and purely 

ethical. As the names suggest, action in any of these categories is characterised by the 

sole focus on the category in question. So, for example, actions in the ‘purely 

economic’ domain do not take the legal or ethical domain into account and are based 

entirely on self-interest on the part of the organisation. The same goes for the purely 

legal and purely ethical domains. It should be noted that just because these domains 

do not actively take the other two into consideration, it does not mean that they do not 

comply in some way with aspects of them, for example, actions in the purely economic 

domain do not necessarily need to be illegal in nature, but any compliance with the 

law that exists will be passive. The four overlapping domains; legal/economic, 
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ethical/legal, ethical/economic, and ethical/economic/legal, are reasonably self-

explanatory. The category that any activity undertaken by an organisation falls into 

can be determined by considering the motivation(s) and factor(s) taken into account in 

taking the action in question.  

 

5.5.3 Data Analysis  

 

In this part of the Theoretical Analysis chapter, the data is analysed in line with the 

three contributions discussed above. The reason for incorporating all three 

contributions is that the focus on philosophy of responsiveness only present in Carroll 

(1979) is of interest in this research; the pyramid provides a useful way of 

understanding some of the data (Carroll, 1991); whilst the categories of social 

responsibility are most fully developed in the final contribution and the Venn diagram 

is also valuable in terms of analysing the data (Schwartz and Carroll, 2003). In what 

follows, the development of employee wellbeing as part of an organisation’s corporate 

social responsibility (CSR) will be explored. Next, three motivations for taking action 

in this area will be examined: attracting employees, meeting statutory obligations and 

legislation, and securing tenders. This will be followed by an analysis of the approach 

of the organisations in this study, and finally, this section will conclude by considering 

employee reactions to the promotion of wellbeing77.  

 

5.5.3.1 The Development of Employee Wellbeing as Part Of CSR 

 

This section is about the idea that employee wellbeing has developed into a social issue 

that organisations now need to take into consideration in order to maintain their 

legitimacy. In other words, that employee wellbeing is an issue which could be placed 

on the X-axis of the model in Carroll (1979), as shown previously in Figure 5.2. 

                                                           
77 As in the previous sections, footnotes will be provided throughout which reference the relevant 

sections of chapter 4. 
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The first section of Theme 1 of the findings chapter, employer responsibility78, 

presents a number of quotes which indicate that there is an underlying belief that 

employers have a responsibility to employees in terms of their wellbeing. This is linked 

to an acknowledgement that an employee’s place of work has an inevitable impact 

upon their wellbeing. For example: 

“I absolutely think that if people are spending half of their lifetime 

with an employer, spending their days working for them then the 

employer has some kind of responsibility to ensure their wellbeing.” 

(OHR4) 

 

This quote demonstrates the idea coming through the data that some of the 

interviewees believe there to be an ethical responsibility on the part of the employer 

for the wellbeing of their employee. The data also, however, hints at there being an 

economic responsibility as well. The following quote clearly demonstrates the way 

that societal norms have changed over generations: 

“I think the age of the people involved is a big driver in terms of 

moving forward – the younger the people are - they’ve grown up 

with the culture as it is now.” (OHS1) 

 

In addition to supporting the idea that employee wellbeing has become something that 

employers need to take into consideration, it also points to the idea that in order to 

attract the resource of employees (i.e. economic motivations), organisations need to be 

active in this area. There was also a sense in the data from the organisations which 

were less proactive in the area of employee wellbeing that even they were beginning 

to take these ideas on board, for example:  

“I would say our wellbeing is more a reactive to something 

happening at the minute. We have looked at – we have had a few 

companies contact (us)…I think it’ll be next year in terms of pulling 

together an employee package which might include a wellbeing 

aspect.” (OHR2) 

 

                                                           
78 See section 4.2.1. 
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In addition to the ideas highlighted by the above quotes, the very fact that there are 

consulting firms and service providers successfully operating and specialising in this 

field can be argued to point to the idea that there is an expectation for organisations to 

do something in this area; they exist, at least in part, because there is a demand for 

their services. 

When considering the wider literature in relation to the idea that employee wellbeing 

has become a responsibility of business, it is recognised that interest in the area of 

employee wellbeing has been growing for a number of years (Danna and Griffin, 

1999). Section 2.3 of the Literature Review is particularly demonstrative of the level 

of interest outwith academia from a Global, European and UK perspective. The World 

Health Organisation (WHO) has prioritised this area since 1986 when they held the 

first international conference on health promotion (see, for example: WHO, 2010, 

2007, 1986). At a European level, the European Network for Workplace Health 

Promotion (ENWHP) has consulted and published extensively on this topic (see, for 

example: ENWHP, 2005, 2002)79. At a UK level, the government began focusing 

specifically on this area in 2005 when they set up their Health, Work and Wellbeing 

initiative which published a number of detailed reports on the topic (see for example: 

Black, 2008; Black and Frost, 2011; Department of Work and Pensions et al., 2005; 

Waddell and Burton, 2006). Also within the UK, the CIPD has been producing annual 

absence management surveys since 2000 and, while there has always been a focus on 

employee wellbeing, this has increased over the years with the most recent report 

stating the following: 

“This is the eighteenth annual CIPD survey to explore issues of 

health, well-being and absence in UK workplaces. This year the 

survey has been rebranded (from the Absence Management survey 

to the Health and Well-being at Work survey) to reflect an increased 

focus on health and well-being policies and practices, although, as 

in previous years, it continues to monitor absence management 

trends, policy and practice.” (CIPD, 2018, p. 2) 

 

When the data from this study is considered in line with a Corporate Social 

Responsibility Perspective, alongside the wider literature in the area, it is 

                                                           
79 A comprehensive list of statements can be found at http://www.enwhp.org/ 

http://www.enwhp.org/
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possible to argue the case that employee wellbeing has become a social 

responsibility of business. This is summed up by OHR2: 

“If you don’t care about your people you’ve really no business 

employing them.” (OHR2) 

 

 

5.5.3.2 Drivers of Action 

  

There are three interconnected subthemes presented in the third theme of the Findings 

chapter which can be explained by this theoretical perspective: attracting employees, 

meeting legislation, and securing tenders and finance. The ideas presented are tied to 

the proposition that employee wellbeing has become part of organisations’ corporate 

social responsibility and therefore in order to maintain a level of legitimacy in the eye 

of society and to enable them to obtain key resources, they must take action in this area 

(Neu et al., 1998; Tilling, 2010). The data in this section of the analysis will be 

analysed according to whether actions in question are economically, legally, or 

ethically motivated80, or a combination of these (Schwartz and Carroll, 2003), and also 

the philosophy of social responsiveness employed (McAdam 1973; Carroll, 1979). 

 

5.5.3.2.1 Attracting Employees81  

 

In the wider employee wellbeing literature, attracting employees is recognised as one 

of the key business motivations for interest in employee wellbeing (Bevan, 2010; 

Goetzel et al., 2014). When analysing the idea of using employee wellbeing promotion 

in order to attract employees to an organisation, we can be reasonably confident that 

these actions are, at least in part, economically motivated. Schwartz and Carroll (2003; 

                                                           
80 It should be noted that while these motivations for taking action (attracting employees, meeting 

statutory obligation and legislation, and securing tenders and lenders) are examined individually in 

this section, in reality there are likely to be a variety of reasons driving any actions organisations take 

in the area of employee wellbeing. Therefore, while specific motivations may be analysed as being 

purely ethically driven for example, this does not necessarily mean that a company’s actions are 

purely ethically driven overall.  

 
81 See section 4.4.2. 
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508) discuss two types of economic activities: direct and indirect. Efforts to improve 

an organisation’s public image, which can be considered inherently connected to the 

use of employee wellbeing promotion to attract employees, is provided as an example 

of an indirect economic activity.  

Although these activities passively comply with the law, legal considerations are not 

a key driving motivating factor, therefore passive compliance alone does not warrant 

them being placed in the legal domain (Schwartz and Carroll, 2003; p.513). The third 

domain, ethical, is an interesting one to consider in this instance. Although it is 

possible that individual employees will benefit from actions taken here, if we focus on 

the motivation for the action then it is possible to say that activities here fall outwith 

the ethical domain on the ground that they are supported only by egoism; the focus is 

on the benefit which can be gained by the organisation. The following quotes 

demonstrate these points and, in particular, the idea that employees do not necessarily 

benefit from these activities:  

“Just because somebody is doing wellbeing doesn't mean to say that 

there is a culture of it - a big law firm, they spend a lot of money on 

wellbeing 'stuff' but actually culturally they're very happy for their 

lawyers to work seven days a week, 14 hours a day charging money.” 

(CF4) 

 

In the above example, the idea of attracting employees comes into the frame in that 

potential employees may, from the outside looking in, get the impression that the 

organisation cares about the wellbeing of the workforce and that there is a culture of 

wellbeing in the organisation (Wilson et al., 2007), whereas the reality appears to be 

somewhat different.  It is of course possible that in other instances a culture of 

wellbeing does exist and that there are other motivations for taking action, alongside 

attracting employees, which involve ethical considerations.  
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5.5.3.2.2 Meeting Legislation82 

 

Another theme which came through the data was the meeting of statutory legislation. 

Here the focus is less about image and more about the legal side of the equation and 

the associated financial ramifications. In terms of social responsiveness (Carroll, 1979; 

McAdam, 1973) companies who only take action in the area of employee wellbeing in 

order to avoid these possible penalties would fall into the ‘do only what is required’ 

category. In theme 3 there is a considerable amount of data which supports these ideas, 

for example: 

“We are not entirely compliance driven but our focus is on ‘what we 

need to do to stay out of jail’…we cover everything so that the 

business isn’t breaking the law.” (OOH1)  

 

From the perspective of what domains these actions would fall into, it can be argued 

that they are primarily legal in nature, however they are also economically motivated 

in that the actions are undertaken in part to avoid the financial ramifications of not 

doing so. From the comments made by interviewees, it can be argued that these actions 

are not ethically motivated as they are entirely driven by egoism, although this of 

course would not be the case in all organisations. As with the previous example of 

attracting employees, just because the meeting of statutory obligation and legislation 

is a driver of action, this does not mean that it is the only driver of action.  

 

5.5.3.2.3 Securing Tenders and Finance 

 

In line with the idea of taking action in this area in order to attract the resource of 

employees, the idea also came through the data of action being taken to secure tenders 

and attract lenders. In other words, that organisations are compelled to take action in 

the area of employee wellbeing in order to meet the expectations of clients (in order to 

secure tenders) and lenders (in order to secure finance). This idea is demonstrated in 

the following quote:  

                                                           
82 See section 4.4.5 
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“The business case angle that I come at it from is basically the CSR 

aspect, and the supply chain idea…so it is still a return on investment 

but it is more about the opportunities that it can open up or the 

barriers it can put in place.” (CFSP1)  

 

It is interesting to note that these issues are not mentioned in the literature, however 

tenders in particular were highlighted in the interviews as being a factor that is 

becoming an important driver of employee wellbeing activity. This provides further 

support for the idea that employee wellbeing is becoming more of a corporate social 

responsibility for organisations, as discussed at the beginning of this analysis. 

From the perspective of tenders, CF4 explained this as follows: 

“What we are starting to see is that when people go out for contracts, 

when they put contracts out for tender, contractors who are bidding 

for work there is usually something in there about evidence of a 

comprehensive wellbeing programme…I think that is a very 

interesting shift.” (CF4) 

 

OHR2 explained this from the perspective of lenders: 

“It is very much the case that the people we are dealing with such as 

lenders, big banks, they are these days very insistent that we dot 

every ‘i’ and cross every ‘t’ …And we have to accordingly move 

towards toeing the line more than we did in the past. A lot of the time 

it is the lenders who are dictating what we do.” (OHR2) 

 

In these instances, although the primary focus is arguably economic, there is of course 

a legal component because ultimately the clients and lenders set these standards 

presumably in part in order to avoid being connected to a company which does not 

comply with the law. However, this could be argued to be an indirect aspect of this 

motivation from the organisation’s perspective. For the companies involved, the 

important thing here is securing business through tenders or securing finance from 

lenders. There are also grounds to argue that this is egocentric behaviour which would 

not fall within the ethical domain, and therefore it could be argued to be purely 

economically motivated. In terms of social responsiveness, taking action in the area of 
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employee wellbeing only in order to secure tenders or satisfy the needs of lenders 

would come under ‘do only what is required’ (Carroll, 1979; McAdam, 1973). 

 

5.5.3.3 Organisational Approaches83 

 

In Theme 2, the organisations in this study fell naturally into two groups: five of the 

organisations were doing very little in terms of specific employee wellbeing promoting 

activity whilst the other five were relatively proactive in the area. Viewing these 

groups in terms of the philosophy of social responsiveness (Carroll, 1979; McAdam, 

1973), it can be suggested that the organisations in the first group fit into the ‘do only 

what is required’ category whilst the organisations in the second group, that are much 

more proactive in terms of their approach to employee wellbeing, can be seen as falling 

somewhere in either the ‘lead the industry’ or ‘be progressive’ categories. There is a 

stark contrast between the two groups of companies. For example, when discussing 

their approach, the organisations in group one made comments such as: 

“We will do things that are legislative for the factory, so we do things 

like health surveillance, (e.g. vibration surveys) and we use an 

external occupational health company that will come in on site – we 

get a nurse every couple of months who will go through, assess them 

and take blood pressure, etc. also night surveillance questionnaires 

and follow ups because that is all legislative really.” (OHR2)  

 

On the other hand, the organisations in group two reported a very different approach, 

for example, the following quote was representative of their offerings in this area: 

“We have an EAP that has three strands to it, so psychological 

services are offered through there, and the trauma support, we've got 

occupational health services…we have private medical health 

cover… we have a number of wellbeing initiatives…we run 

wellbeing campaigns, we do the usual things like stop smoking, we 

work with…a third party that does our catering services they run…a 

comprehensive healthy eating choice programme and I think this 

year they are going to be looking at running seminars and lunch and 

learn type things for people who want to go, we always do a mental 

                                                           
83 See section 4.3.1 
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health promotion each year although it's all ongoing but we do a 

bigger push on it normally around October time.” (OWC2) 

 

It is interesting to consider the data in Theme 2 according to the pyramid model 

presented in Carroll (1991). The companies in the first group are focused, although not 

necessarily exclusively, on the bottom two sections of the pyramid: economic and 

legal84. Whereas, for the companies in group two, whilst they meet their legal 

requirements, this domain does not appear to be a key motivating factor but rather a 

starting point for their action.  

One of the issues which critics picked up about the pyramid design of the model in 

Carroll (1991) was that it suggested that the top of the pyramid was the place to aspire 

to be. It is interesting to use the pyramid when considering the data in Theme 2 because 

it is clear that the first two layers, economic and legal, do act as a foundation and if we 

bring in the philosophy of social responsiveness we can think of these two layers as 

being in line with being in the ‘do only what is required’ category. It is only by stepping 

up into the next levels of social responsiveness that organisations enter into the ethical 

layer of the pyramid. Contrary to the criticism of the pyramid model (Carroll, 1991) 

by Schwartz and Carroll (2003)85, this finding would suggest that in the case of 

employee wellbeing, the design of the pyramid works well in that the first two levels 

are necessary in order to reach the ethical level which is indeed something for 

companies to aspire to.  

 

5.5.3.4 Employee Reactions86  

 

Theme 4 of the Findings chapter presents data on the idea of employee reactions to the 

promotion of employee wellbeing. Given the focus in the literature on the importance 

of employee participation as a prerequisite to success in employee wellbeing 

promotion (Bajorek et al., 2014; Linnan et al., 2008; Robertson and Cooper, 2010; 

                                                           
84 As discussed in the previous section 5.5.3.2 

 
85 The criticism of the pyramid being misunderstood in the sense that the bottom being the most 

important may be missed. 

 
86 See section: 4.5.8. 
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Robroek et al., 2009; Wierenga et al., 2013), employee reactions are considered very 

important. When considering this idea through the lens of corporate social 

responsibility and, in particular, the models presented in the papers used in this section 

of the analysis (Carroll, 1991, 1979; Schwartz and Carroll, 2003) it can be suggested 

that these models can also be used to understand the way in which employees assess 

the motivations of their own organisations when employee wellbeing is managed 

and/or promoted.  

Many of the interviewees discussed facing challenges due to employee resistance, 

cynicism and suspicion. For example: 

“There has been a lot of resistance to any kind of changes that I've 

tried to make.” (OHR4)  

 

“The employees can be cynical of the motive…it is very much a case 

of ‘why are you doing this?’”(SP5) 

 

When employees are cynical of the actions of their organisations, it could be suggested 

that they believe that the actions taken are grounded in the first two sections of the 

pyramid (Carroll, 1991) or in the economic/legal domain of the Venn diagram 

(Schwartz and Carroll, 2003). In other words, they believe that the actions of their 

employer are egocentric rather than being taken in the best interest of the employees 

or because they feel a sense of ethical responsibility for their wellbeing.  

The ideas presented in Theme 1 of the Findings87 can be considered the management 

of employee wellbeing, while the ideas presented in Theme 288 of the Findings chapter 

can be considered wellbeing promotion. The suggestion coming through the data is 

that if there is a lack of congruence between the two areas then this leads to suspicions 

and resistance from employees, as expressed in the quotes above. In other words, if an 

organisation puts in place wellbeing promoting initiatives, as found in Theme 2, but 

does not actively manage the issues in Theme 1, then this may be interpreted by the 

                                                           
87 Core Organisational Factors: culture/values, line management, communication/employee 

involvement, job design/role 

 
88 Specific employee wellbeing actions: EAPs, lifestyle interventions, etc. 
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employees as egocentric and not ethically motivated; in other words, the companies 

are only interested in employee wellbeing because they think it could be beneficial to 

them. The idea of the importance of alignment between wellbeing promotion and the 

organisational underpinnings is also widely supported in the employee wellbeing 

literature more generally. 

In support of this, the idea came through the data, that organisations which effectively 

manage employee wellbeing through the management of Theme 1 issues that then put 

in place wellbeing promoting initiatives from Theme 2 do not face the same resistance 

and cynicism. For example: 

“I think with the wellbeing stuff, what is key is that it has been there 

for a long time, if it hadn’t and we suddenly started wanting to do all 

this then people would be suspicious and wondering what is going 

on, and it is important in terms of participation” (OHR3) 

 

5.5.4 Concluding Thoughts 

 

This section of the Analysis chapter has put forward a case for the idea that employee 

wellbeing has become part of an organisation’s continually developing corporate 

social responsibility. The various actions taken by organisations in this area were 

analysed according to their motivations, and finally the idea that these motivations 

could impact upon employee participation was discussed. 

 

5.6 Conclusion 
 

This chapter has presented the analyses of the data according to the three alternative 

theoretical perspectives employed in this research: Job Demands-Resources Theory 

(JD-R theory), a Human Capital Perspective, and a Corporate Social Responsibility 

Perspective. The first of these sections, JD-R Theory, concentrated attention on the 

first three themes of the Findings: core organisational factors, specific wellbeing 

initiatives, and wellbeing outcomes, and used the theory to explain the data by 

considering factors and initiatives as job demands or job resources, and the resulting 

wellbeing pathways. The second section considered the data from a Human Capital 
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Perspective and centred around the idea that employee wellbeing could be considered 

an underpinning component of human capital or, in other words, a driver of business 

performance. The data analysis focused on two sides to this: firstly, that some action 

taken by organisations suggested that they viewed employee wellbeing as a component 

of human capital, and secondly that other action could be viewed in the opposite light; 

that the company in question was not viewing employee wellbeing as a component of 

human capital. Finally, the third theoretical perspective considered the idea of 

employee wellbeing having become part of organisations’ corporate social 

responsibility. This section considered evidence that this is the case and then analysed 

the data according to motivations for taking action in the area, specifically whether 

they are economically, legally, or ethically driven, or have a combination of 

motivations. Having analysed the data according to the three alternative perspectives 

in this chapter, the next chapter (Chapter 6) brings together the insights and 

understandings developed as a result of these three analyses alongside the wider 

employee literature in order to develop a new theoretical framework for the 

management and promotion of employee wellbeing.  
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6.1 Introduction  
 

This chapter will explore the development of a new theoretical framework for the 

management and promotion of employee wellbeing, the overall objective of this study. 

This was achieved by bringing together the insights from the analyses of the data in 

this study using three alternative theoretical perspectives89, alongside the wider 

literature in the field90.  

The chapter will begin by explaining the type of theoretical framework which has been 

developed and the objectives of this. Following this the theoretical framework will be 

introduced and its various parts and the interconnections between them will be 

explained. Next, a discussion of the specific influence of the three alternative 

theoretical perspectives employed in this research will be examined. Finally, the way 

in which extant literature fits within the model will be shown. 

 

6.2 Overview of the Development of the Theoretical Framework 
 

As explained at various points throughout this thesis, the primary objective of this 

research is to develop a theoretical framework which provides an overview of the 

management and promotion of employee wellbeing within large UK-based 

organisations which is valuable to both academics and practitioners in facilitating an 

understanding of the connections which exist between the various elements in the field.  

Rocco and Plakhotnik (2009) explain that theoretical frameworks are often used at the 

beginning of a research project, in both quantitative and qualitative research, in order 

to guide the study. They quote Merriam (2001) who explains the purpose of a 

theoretical framework at the start of a study as follows:  

“…the structure, the scaffolding, the frame of your study.” (p.45, as 

quoted in Rocco and Plakhotnik, 2009, p. 125) 

                                                           
89 The three alternative theoretical perspectives were put forward in the previous chapter (chapter 5: 

Theoretical Analysis): JD-R Theory, Human Capital Theory, and Corporate Social Responsibility 

Theory. 

 
90 Presented in Chapter 2 Literature Review 



243 

 

 

However, Rocco and Plakhotnik (2009) go onto explain that the development of a 

theoretical framework can also be the overall objective of a research project. In line 

with this, Creswell (2014) explains the following:  

“…qualitative studies with an end point of a theory…the theory 

emerges at the end of the study. This theory might be presented as a 

logic diagram, a visual representation of relationships among 

concepts.” (p. 101) 

 

While the framework developed in this research is not a theory in itself, it is a 

theoretical framework in that it is built upon and brings together theory in the area. In 

order to facilitate this development process, an approach which borrowed ideas both 

from abduction as well as thematic analysis (Braun and Clarke, 2006; Timmermans 

and Tavory, 2012) was employed in the analysis of the data in this research. The results 

of this are presented in the previous two chapters, (Chapter 4: Findings and Chapter 5: 

Theoretical analysis). In Chapter 4, the findings are presented in four themes. In 

Chapter 5, these findings are analysed according to three alternative theoretical 

perspectives: Job Demands-Resources Theory, Human Capital Theory, and Corporate 

Social Responsibility Theory.  

In this chapter, the various insights and understandings generated through the analysis 

of the data are brought together in order to develop the theoretical framework which 

explicitly shows the first three themes of the Findings chapter whilst also implicitly 

including insights from the final theme in the design of the framework. The sub-

objectives of the theoretical framework are as follows91: 

1. To facilitate a better understanding of existing and future contributions to the 

literature in the area including how the different studies relate to one another and 

of their value and relevance in any given situation. In the same way, the 

framework will prove useful in guiding researchers in planning future research 

projects in this area, and in understanding the contribution they hope to make in 

the field. 

                                                           
91 The way in which the framework meets the sub-objectives of the research will be explored in detail 

in Chapter 7. 
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2. To assist organisations in understanding their current situation and their own 

efforts in the management and promotion of employee wellbeing, and in planning 

future action in the area. 

3. To be helpful to consulting firms and service providers operating in the area, both 

in ensuring that their approach is as effective as it can be and in providing a useful 

facilitatory tool in the explanation of their approach to their clients. 

 

Having provided an overview of the development and objectives of the theoretical 

framework in this research, the next section in this chapter will introduce the 

framework itself and explain each of its components and the relationships between 

them.  

 

6.3 Introducing the Theoretical Framework for the Management and 

Promotion of Employee Wellbeing 
 

The full version92 of the theoretical framework for the management and promotion of 

employee wellbeing which has been developed in this research is presented in Figure 

6.1 on the following page. Following the diagrammatic presentation, each of its 

sections will be explored in detail. 

                                                           
92 In addition to the full version of the framework, there are also additional versions which focus on 

particular parts of the framework which are presented throughout this chapter.  
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6.3.1 Employee Wellbeing: The Centre of the Framework  

 

The definition of ‘wellbeing’ used in this research, as introduced in the Literature 

Review, is taken from Dodge et al. (2012).  

 

Figure 6.2 The Definition of Wellbeing 

 

 

Source: Dodge et al. (2012, p.230, Figure 4) 

 

As demonstrated in Figure 6.2 above, Dodge et al. (2012) explain wellbeing as a 

balance between resources available and challenges faced:  

“In essence, stable wellbeing is when individuals have the 

psychological, social and physical resources they need to meet a 

particular psychological, social and/or physical challenge. When 

individuals have more challenges than resources, the see-saw dips, 

along with their wellbeing, and vice-versa.” (p. 230) 

 

The diagram and definition above refer to wellbeing in a general sense; when 

considering employee wellbeing specifically, in line with JD-R Theory93, some 

                                                           
93 The first of the three theoretical perspectives employed in the analysis of the data in this study. 
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adjustments to this idea can be made. Below, in Figure 6.3, is an alternative diagram 

which has been created by the researcher for this research and which adapts the original 

Dodge et al. (2012) balance of wellbeing diagram. 

 

Figure 6.3 Balance of Employee Wellbeing 

 

                 

Source: Alternative diagram to Dodge et al. (2012, p. 230, Figure 4) adjusted by the 

Researcher in line with JD-R Theory. 

 

As can be seen in Figure 6.3, several changes have been made. Firstly, the focus is 

now on employee wellbeing specifically as opposed to the concept of wellbeing in 

general. Next, ‘challenges’ have been changed to ‘demands’, whilst ‘organisational’ 

has been added to the list of aspects alongside ‘psychological’, ‘social’ and ‘physical’ 

included in the original diagram94. As noted above, these changes have been made in 

alignment with JD-R Theory which defines job demands and job resources as follows.  

                                                           
94 The reason the headings in the diagram have not been changed from resources/challenges to job 

resources/job demands is in acknowledgement of the idea that not only resources and demands of the 
job impact upon employee wellbeing, as can be seen in the framework, and will be explained in the 

next section (6.3.2 The Employee); resources and demands from outside the workplace also have an 

impact.  
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Job demands are: 

“…those physical, psychological, social, or organisational aspects of 

the job that require sustained physical and/or psychological effort 

and are therefore associated with certain physiological and/or 

psychological costs.” (Bakker and Demerouti, 2014, p. 9, drawing 

on Demerouti et al., 2001) 

 

While job resources are defined as: 

“…those physical, psychological, social, or organisational aspects of 

the job that are: (a) functional in achieving work goals; (b) reduce 

job demands and the associated physiological and psychological 

costs; or (c) stimulate personal growth, learning and development.” 

(Bakker and Demerouti, 2014, p. 9, drawing on Bakker and 

Demerouti, 2007)  

 

It is acknowledged that the relationship between resources and demands in JD-R 

Theory is more complex than Figure 6.3 depicts, however this visual representation of 

the balance of employee wellbeing is deemed useful in understanding the connections. 

As noted in the definition above, job resources can be helpful in meeting job demands 

and in achieving work goals; this is shown in the diagram. If job demands exceed job 

resources, this can have a negative impact on wellbeing because individuals do not 

possess the necessary resources to meet the demands placed on them. On the other-

hand, recognising that resources can be useful in themselves (in terms of personal 

growth, learning, and development), having additional resources can be beneficial and 

doesn’t represent a problem for wellbeing as is suggested in the original diagram 

(Dodge et al., 2012).  

It is theorised that two alternative pathways exist with regard to employee wellbeing. 

One of these results from having a balance between resources and demands and leads 

to positive outcomes such as increased commitment and lower absence rates. The other 

leads to negative outcomes such as burnout and increased attrition and is a result of a 
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lack of balance; in other words, demands exceed the available resources95. Figure 6.4 

below shows where this balance of wellbeing fits within the overall framework. 

 

Figure 6.4: Employee Wellbeing Focused Diagram 

 

 

 

 

 

 

 

 

 

 

Source: Researcher's own diagram to illustrate the key components feeding into 

employee wellbeing, and their place within the theoretical framework.  

 

As can be seen in the diagram, three separate components of the framework feed into 

the balance of Employee Wellbeing in the centre, these will now be explored in the 

following sections.  

 

6.3.2 The Employee 

 

The first box in the theoretical framework, as shown in Figure 6.5 below, represents 

‘Employee’ and this highlights the importance of the individual in the equation.  

                                                           
95 See sections 2.5.5 and 5.3 in other chapters for further details.  
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Figure 6.5: Employee Focused Diagram 

 

Source: Researcher's own diagram to illustrate the Employee within the theoretical 

framework  

 

The individual is termed ‘Employee’ because it is the individual’s role as an employee 

that is of relevance in this research96. The inclusion of the individual employee in the 

framework acknowledges the idea that employee wellbeing is an issue which is 

influenced by factors outwith the organisations97. In other words, employees have lives 

outside of work that influence their wellbeing and they bring this interaction into the 

organisation in which they work.  

It is theorised that employees take the various components of their human capital into 

their organisations. As can be seen in Figure 6.5 above, this includes their “Other” 

Components of Human Capital which encompass aspects such as their ability to work 

                                                           
96 It should be noted that the use of the term ‘employee’ in the framework does not suggest that the 
individual is only an employee or that the employee ‘belongs’ to their organisation, it is simply the 
case that it is the individual’s role as an employee that is of specific interest in this research.  
 
97 See, for example, section 4.5.4 of the Findings chapter (Chapter 4). 
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as part of a team, their creativity, and the different skills they have that are relevant to 

their specific role. These “Other” Components of Human Capital are shown in the 

framework as going straight to the ‘Business Functions’ box on the righthand side of 

the framework which is where employees put these various components into action in 

their job. In addition, it is argued in this research that employees’ wellbeing should 

also be thought of as a component of their human capital and that it can be considered 

to underpin the “Other” Components discussed above. As can be seen in the diagram, 

their wellbeing, as a component of their human capital, feeds into the Employee 

Wellbeing balance in the centre of the framework. This is representative of the idea 

that employee wellbeing is influenced by factors outwith the workplace. This can be 

understood as the employees taking their own balance of wellbeing into their 

organisation, complete with their own resources and demands from their lives outside 

of work. Included in the wellbeing balance of each individual employee, are all of the 

resources and demands the individual faces outwith the workplace. So, for example, a 

supportive partner or friendship circle would act as a ‘resource’ whilst caring 

responsibilities, such as looking after children or elderly parents, would likely act as a 

‘demand’. This part of the framework recognises that it is not possible to separate work 

and home life and that one impacts upon the other.  

 

6.3.3 Theme 1: Core Organisational Factors  

 

This section will consider the next component in the theoretical framework which 

feeds into the balance of Employee Wellbeing alongside the general wellbeing of 

employees as a component of their human capital, as discussed above. As can be seen 

in Figure 6.6 below, the core organisational factors discussed in Theme 1 of the 

Findings chapter include: Culture and Values, Line Management, Communication and 

Employee Involvement, and Job Design and Role.  
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Figure 6.6 Core Organisational Factors Focused Diagram 

 

Source: Researcher's own diagram to illustrate the Core Organisational Factors 

within the theoretical framework  

 

As noted throughout the thesis, this is not an exhaustive list but, rather, these are the 

specific factors which were raised by the interviewees in this research. The factors in 

Theme 1 were not asked about specifically in the interviews; the interviewees brought 

them into the conversations independently. When thinking about the factors in Theme 

1 in relation to the wider employee wellbeing literature, they can be understood as 

psychosocial factors98 (ILO, 1986; Leka and Jain, 2010), these were discussed in detail 

in the Literature Review in section 2.5. It is recognised that psychosocial factors have 

the potential to cause harm to employees, or in other words to become psychosocial 

hazards if not managed effectively (Leka and Jain, 2010). In accordance with this 

                                                           
98 “Psychosocial factors at work refer to interactions between and among work environment, job 

content, organisational conditions and workers' capacities, needs, culture, personal extra-job 

considerations that may, through perceptions and experience, influence health, work performance and 

job satisfaction.” (ILO, 1986, p. 3) 
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viewpoint, CIPD (2018, p. 39) lists the most prevalent causes of work stress, all of 

which are psychosocial factors, and many of which relate directly to the factors listed 

in Theme 1 of the findings. In addition, the factors in this theme are also in line with 

those considered important in distinguishing jobs and workplaces as ‘good’ by 

Waddell and Burton (2006) as well as being closely linked to the HSE’s list of 

management standards99.  

The focus of the factors in Theme 1 is the organisation itself, rather than the individual 

employee. This is in alignment with the organisational approach to employee 

wellbeing as discussed in section 2.5 of the Literature Review. This approach 

addresses the underlying organisational issues which may cause wellbeing problems 

for employees. Addressing factors in this space acknowledges the organisation’s role 

with regard to the wellbeing of its employees. 

Drawing on the insights from the analysis using JD-R Theory, these core 

organisational factors are seen as having the potential to act as job demands or job 

resources depending upon how they are manged100. As can be seen in Figure 6.6, these 

factors feed into the Employee Wellbeing balance in the centre of the framework in 

addition to the demands and resources employees bring from outwith their workplace 

(as explained in the previous section). For example, a well-managed organisational 

culture may act as a resource which helps to offset demands employees face in the 

workplace. On the other hand, a poorly managed organisational culture may act as a 

demand itself, for example if there is a culture of competitively working long hours. It 

is therefore the way in which the core organisational factors are manged by the 

organisation that determine whether they act as resources or demands in the workplace 

and to which side of the employee balance in the centre of the theoretical framework 

they contribute.  

 

                                                           
99 Further details can be found at: http://www.hse.gov.uk/stress/standards/ In the original 2001 version 

of the standards, the list also included ‘culture’, however, it was decided that this did not need to be a 

standalone standard because it is presumed to underpin each the other six standards (Cousins et al., 

2004). 

 
100 See section 5.3.1 of the Analysis chapter for further details. 

http://www.hse.gov.uk/stress/standards/
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6.3.4 Theme 2: Specific Wellbeing Initiatives  

 

The final set of factors in the framework which feeds into the employee wellbeing 

balance in the centre of the diagram are the Specific Wellbeing Initiatives explored in 

Theme 2 of the Findings chapter. As can be seen in Figure 6.7 below, Theme 2 includes 

a variety of factors, including lifestyle interventions such as education on diet, 

exercise, and smoking cessation; resilience and mindfulness training; and EAPs, health 

insurance, access to GP, and physiotherapy.  

 

Figure 6.7: Specific Wellbeing Initiatives Focused Diagram 

 

Source: Researcher's own diagram to illustrate the Specific Wellbeing Initiatives 

within the theoretical framework  

 

These factors are divided into three groups in the diagram. The first two groups are 

made up of preventative measures which focus on slightly different aspects of 

employee wellbeing. The third group comprises interventions which can be used in 

situations where harm has already been sustained so, for example, an employee may 

use the EAP in order to help resolve a personal or work problem that they are currently 
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dealing with. The interventions in Theme 2 are focused on the employee in the 

equation this is known as the individual focused approach as discussed in section 2.6 

of the Literature Review. The list of factors included in Theme 2 are the initiatives 

discussed specifically by the interviewees in this research however, as with the factors 

in Theme 1, this is not an exhaustive list. For a more comprehensive overview of the 

various initiatives available to employers, see section 2.6 of the Literature Review 

which covers many of the initiatives available (CIPD, 2016). 

As explained in section 5.2.2 of the Analysis chapter however, unlike the core 

organisational factors, these initiatives are unlikely to act as demands, rather they have 

the potential to act as resources. It is also interesting to note that the Theme 2: Specific 

Employee Wellbeing Initiatives take those demands with which an employee may 

enter the workplace into account. So, for example, employee assistance programmes 

(EAPs) can be used to help resolve issues an employee has outwith the workplace; 

mindfulness or resilience training can help employees not only cope better with the 

demands of their work life but also with the demands of their lives outside of work 

(home lives); while things such as private medical insurance can be used to help an 

employee with physical or psychological issues and, again, have the potential to be 

beneficial to an employee both in and out of the workplace. 

In addition to the pathway explained above where specific wellbeing initiatives have 

the potential to act as resources and feed into the balance of Employee Wellbeing in 

the centre of the framework, there is an alternative pathway shown in the diagram. 

This is depicted by the dotted line running from Theme 2: Specific Employee 

Wellbeing Initiatives to the bottom of Theme 3: Wellbeing Outcomes. This pathway 

represents the idea coming through the data analysis (section 5.5.3.2) that the 

promotion of employee wellbeing can have an impact on some of the Theme 3: 

Wellbeing Outcomes simply by having the initiatives in place without having to 

improve employee wellbeing in order to achieve this benefit (i.e. not needing to go 

through the centre of the framework). The wellbeing outcomes which fall into this 

category are: attracting employees, meeting legislation, and securing tenders and 

finance. This idea will be explored further later in this chapter.  
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6.3.5 Theme 1 in Relation to Theme 2 

 

As explained in section 5.5.3.4 in the Human Capital Theory analysis section of the 

previous chapter, there is also a connection between the Theme 1: Core Organisational 

Factors and the Theme 2: Specific Wellbeing Initiatives. This is the idea that in order 

for Theme 2 initiatives to be successful, employees first have to be willing to 

participate; this idea was explored in section 2.10.2.1 of the Literature Review (see for 

example: Bajorek et al., 2014; Goetzel and Ozminkowski, 2008; Linnan et al., 2008; 

Robertson and Cooper, 2010; Wierenga et al., 2013). It is acknowledged in the 

Findings of this research that if there is misalignment between the activities in Theme 

2 and the actions in Theme 1 then there is increased potential for employees to be 

suspicious or cynical of the motives of their organisation. It is important here to note 

that another way of considering the distinction between Theme 1 and Theme 2 in the 

theoretical framework is to think of action taken in Theme 1: Core Organisational 

Factors as being the management of employee wellbeing, and action taken in Theme 

2: Specific Wellbeing Initiatives, as being the promotion of employee wellbeing101. If 

an organisation chooses to implement specific employee wellbeing initiatives in 

Theme 2 (i.e. employee wellbeing promotion) but does not actively manage the core 

organisational factors in Theme 1 (i.e. employee wellbeing management), then it is 

probable that employees will have a sense that the company doesn’t care about their 

wellbeing but rather that their actions are egotistical and that the company believe 

improving employee wellbeing can be good for their business from a financial 

perspective. The findings of this research point to the idea that there is a link between 

participation and this alignment; in other words, misalignment leads to cynicism and 

suspicion which in turn leads to low participation rates which in turn limit the amount 

of success an initiative can have in terms of improving employee wellbeing102.  

                                                           
101 This is the reason the title of the theoretical framework in this research includes both terms: 

‘management’ and ‘promotion’ of employee wellbeing.  

 
102 It is important to note here, however, that there is the indirect pathway between Theme 2: Specific 

Employee Wellbeing Initiatives and Theme 3: Wellbeing Outcomes, as explained previously, where 

three of the wellbeing outcomes can potentially be improved without actually improving employee 

wellbeing. In these instances, it would appear that any misalignment between Theme 1 and Theme 2 is 

irrelevant. 
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6.3.6 Theme 3: Wellbeing Outcomes and Business Functions  

  

Having considered the three components of the framework that feed into the Employee 

Wellbeing balance at the centre of the diagram, this section will now consider the 

components of the framework that are influenced by this balance.  As can be seen in 

Figure 6.8 below, Business Functions and Theme 3: Wellbeing Outcomes are shown 

as interconnected. Employee Wellbeing which is influencing them and they in turn 

influence the Financial Benefit section of the framework. This section will explore this 

interconnection. 

 

Figure 6.8: Business Functions and Wellbeing Outcomes Focused Diagram 

 

Source: Researcher's own diagram to illustrate the Business Functions and Wellbeing 

Outcomes within the theoretical framework  

 

To begin with, it is important to define what is encompassed by Business Functions. 

This refers to the overall operations of the company; what it is that the company 

actually does. This is where employees do their jobs or, in other words, put the “Other” 

components of their human capital into action.  
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When initially constructing the theoretical framework in this research, the relationship 

between the Theme 3 Wellbeing Outcomes (such as reducing absenteeism) and the 

Business Functions was considered to be linear. Employee wellbeing was seen as 

influencing the Wellbeing Outcomes (for example, by reducing absenteeism) and this 

in turn had an impact upon the ability of the organisation to operate effectively in terms 

of Business Function. However, over time as the analysis developed, a bidirectional 

relationship became apparent.  

It is theorised that employee wellbeing, as determined by the balance of Employee 

Wellbeing which sits in the centre of the framework, is the underpinning component 

of human capital from which employees put their other aspects of human capital into 

use. As explained previously, resources can be “functional in achieving work goals 

and/or reduce job demands and the associated physiological and psychological costs” 

(Bakker and Demerouti, 2014, p. 9). In order to perform to the best of their ability, 

employees need to have accumulated the necessary resources in order for the demands 

of their job, in the Business Function section of the framework, to be met. Therefore, 

the balance of Employee Wellbeing in the centre of the framework can be seen as 

feeding into the Business Functions of the organisation with the demands of their job 

being added to it; the resulting balance will determine the Theme 3: Wellbeing 

Outcomes section of the diagram. In other words, it is important to note that employee 

wellbeing is not determined only by the first three factors feeding into the centre of the 

framework: the employee, the core organisational factors, and the specific wellbeing 

initiatives, rather the demands of the job (found in the Business function section of the 

diagram) are also essential determinants of the Theme 3: Wellbeing Outcomes.    

If an organisation effectively manages both Theme 1: Core Organisational Factors and 

Theme 2: Specific Employee Wellbeing Initiatives, they can be considered to be doing 

everything in their power to ensure that employees have the necessary resources in the 

wellbeing balance going into Business Functions in order to cope with the specific 

demands of the job, and this in turn should lead to positive pathways into the ‘Theme 

3: Wellbeing Outcomes’. It should be noted here, that there is no reason for the Theme 

1 Core Organisational Factors to act as demands, and if they are well managed by the 

organisation then the likelihood of them acting as demands can be greatly reduced.  
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As noted above, the relationship between Business Functions and Wellbeing 

Outcomes is bidirectional. Wellbeing Outcomes can also be understood to influence 

Business Functions. In other words, if absenteeism is reduced, productivity is 

increased, employee commitment and retention is improved, and resilience increased 

alongside the meeting of legislation, securing of tenders and finance, and attracting 

employees, then the suggestion is that this will have a positive impact on the ability of 

the organisation to operate effectively. So, whilst the Business Function component 

has an impact upon the balance of Employee Wellbeing and therefore the likely 

pathway taken to the Theme 3: Wellbeing Outcomes, the Theme 3: Wellbeing 

Outcomes themselves play an important role in determining the effectiveness of the 

Business Functions. It is therefore only by considering both Business Functions and 

Theme 3: Wellbeing Outcomes in conjunction with one another that we can really 

understand what is going on in this area. It is also the combination of these two that 

potentially leads to financial benefit for the company; this connection will be explored 

next. 

 

6.3.7 Financial Benefit Component  

 

It was widely acknowledged in the findings of this study that financial benefit is of 

utmost importance to the all of the interviewees (see Theme 4 of the Findings chapter). 

This is essentially the idea of there being a business case for the management and 

promotion of employee wellbeing (Bevan, 2010; Goetzel et al., 2014). This section 

will briefly recap the ideas which came through the data about the way in which 

financial benefit can potentially be an outcome of managing and promoting employee 

wellbeing. Some of the routes to Financial Benefit go from Theme 3: Wellbeing 

Outcomes through Business Functions and then into Financial Benefits (most impact 

productivity and the company’s ability to function effectively), while others have a 

more direct pathway. 

One of the primary focuses of the wider literature on employee wellbeing is the idea 

that effective management and promotion can have a positive impact on absenteeism 

levels, the logic behind the financial benefit linked to this is that having fewer people 
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off sick means a company has to spend less time and money finding replacements; 

there will also be less disruption in the workplace103 (see, for example: Aldana et al., 

2005; Kuoppala et al., 2008; Nunes et al., 2017). Also frequently discussed, is the idea of 

increasing employee commitment to the organisation and the related idea of increasing 

retention (Bevan, 2010; Goetzel et al., 2014). The benefit here is assumed to be less 

attrition and therefore lower costs in terms of recruitment and training of new 

employees to replace those who leave; this can be considered a direct financial benefit 

that does not need to improve business functions to be realised. In addition, increased 

commitment is considered to have the potential to improve business functions, for 

example by improving relationships/dynamics at work (Leka and Jain, 2010), and 

productivity (Cooper-Hakim and Viswesvaran, 2005; Riketta, 2002), as well as 

reducing attrition (Mathieu and Zajac, 1990; Tett and Meyer, 1993) . Resilience was a 

popular topic with the interviewees in this research, the idea being that if employees 

were more resilient then they would be able to cope with higher demands resulting in 

benefits from a business function perspective (Hartfiel et al., 2011). All of these factors 

connect with the next Theme 3: Wellbeing Outcome, that of Productivity (ENWHP, 

2005; WHO, 2010). Increasing productivity is clearly connected with improving 

business functions (Schulte and Vainio, 2010). If employees are absent less often, are 

committed to the organisation and resilient then the expectation is that productivity 

will increase.  

The idea of attracting employees can be thought of as having both a direct pathway to 

Financial Benefit as well as an indirect pathway through Business Functions. The 

direct pathway is that if more potential employees are attracted to the organisation, the 

firm will have reduced costs in terms of advertising their positions. The indirect route 

is that the ability to attract (and recruit) employees to the organisation with the 

necessary skills to drive the business forward will improve Business Functions and 

have a positive knock-on effect from a financial perspective (Bevan, 2010; Goetzel et 

al., 2014).  

Meeting legislation concerning employee wellbeing has the potential to have a direct 

influence on the financials of a business simply because failing to do so can result in 

                                                           
103 Especially relevant if the absent employee works as part of a team. 
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financial ramifications for the company in question. Securing tenders is obviously 

essential because without attracting business to the organisation, there is no work to 

be done in the Business Functions section of the diagram, which would of course have 

negative financial consequences for the organisation. Finally, being able to secure 

finance is another way in which there is a direct link between wellbeing outcomes and 

the financial side of the equation.  

Overall, although there is research to support the connections discussed above, the 

consensus in the literature in the area, as noted in Chapter 2, is that more research is 

required in almost every area of the field in order to draw more definitive conclusions. 

 

6.4 Contributions of the Three Theoretical Perspectives 
 

The roles of the three alternative theoretical perspectives used in the analysis of the 

data in this study (JD-R Theory, Human Capital Theory, and Corporate Social 

Responsibility Theory) have been developed throughout the different sections of this 

chapter. The following sections will specifically consider these in turn by briefly 

outlining the contribution made by each of the theories to the new theoretical 

framework. 

 

6.4.1 Contribution of Theoretical Perspective 1: JD-R Theory 

 

JD-R Theory contributed firstly to the development of the alternative balance of 

employee wellbeing, based on the original balance of wellbeing model (Dodge et al., 

2012) which sits at the heart of the new framework, as explained in section 6.3.1). In 

section 5.2 of the previous chapter, where the data in this study was analysed according 

to JD-R Theory, the first three themes of the data were each analysed in turn. The 

resulting insights from this analysis were that the core organisational factors of Theme 

1 could act as either resources or demands in an organisation depending on how they 

are managed, and also that Theme 2: Specific Wellbeing Initiatives had the potential 

to act as resources but were unlikely to act as demands. Therefore, the idea of these 

two sets of factors feeding into this balance in the centre of the framework: the Core 
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Organisational Factors and the Specific Wellbeing Initiatives, is also guided by JD-R 

Theory. 

Finally, the resulting balance created in conjunction with the job an employee 

undertakes (in the Business Functions section of the framework) determine the 

pathway taken to several of the Theme 3 Wellbeing Outcomes: absenteeism, retention, 

resilience, and productivity104. Although it is acknowledged in section 6.3.6 above that 

this connection is more complex than can be illustrated in a framework, the theorised 

connections here are again based on JD-R Theory.   

 

6.4.2 Contribution of Theoretical Perspective 2: Human Capital Theory 

 

The analysis of the data according to Human Capital Theory centres around the idea 

that employee wellbeing could be considered a component (or underpinning 

component) of human capital that determines the extent to which employees are able 

to put their other aspects of human capital into action in their respective organisations 

or, in other words, that employee wellbeing was a driver of business performance. 

These ideas first appear in the framework in the ‘The Employee’ section (6.3.2). As 

noted previously, employees bring to their place of work an array of skills and abilities 

which can be considered components of their human capital. Alongside the skills 

necessary for their jobs they also bring their wellbeing which can be considered the 

underpinning component of their human capital. Whilst their wellbeing feeds into the 

Employee Wellbeing balance in the centre of the framework, the “Other” components 

of their human capital appear in the Business Function section of the framework. Their 

level of wellbeing determines the extent to which they are able to put these “Other” 

components into action in their jobs. This in turn is theorised to have a knock-on effect 

upon business performance and the financial side of the equation. Therefore, this 

theoretical framework recognises that employee wellbeing influences employees’ 

ability to do their jobs and that ultimately the management and promotion of employee 

wellbeing have the potential to influence Business Functions and the financials of the 

                                                           
104 these are recognised as objectives in the promotion of employee wellbeing in the wider literature 

(Bevan, 2010; Goetzel et al., 2014). 
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company. The connections demonstrated in the new framework exist in every 

organisation regardless of whether employee wellbeing is a conscious consideration 

or not. 

 

6.4.3 Contribution of Theoretical Perspective 3: Corporate Social Responsibility 

  

Analysing the data in this study according to the Corporate Social Responsibility 

(CSR) Perspective contributed two main ideas to the new framework. Firstly, that there 

are indirect benefits from the promotion of employee wellbeing that do not require the 

wellbeing of employees to improve. These outcomes may be realised simply by having 

wellbeing promoting initiatives in place. In other words, they do not fit with the ideas 

put forward by Human Capital Theory in terms of wellbeing being an underpinning 

component of human capital/a driver of business performance. These are the wellbeing 

outcomes of attracting employees, meeting legislation, and securing tenders/finance. 

This indirect pathway is shown by the dotted line in the diagram of the framework 

which travels from Theme 2: Specific Wellbeing Initiatives’ to the bottom section of 

Theme 3: Wellbeing Outcomes’.  

The second idea which the insights of Corporate Social Responsibility Theory 

contributed to the theoretical framework is that there is a link between Theme 1 and 

Theme 2, shown, again, by a dotted line. This connection was explored in section 

5.4.3.4 of the Analysis chapter and is based on the idea that companies are unlikely to 

get the participation required to make specific wellbeing initiatives a success if they 

don’t also manage the core organisational factors in the company. In other words, if 

there is a misalignment between the specific wellbeing initiatives put in place and the 

management of the core organisational factors, employees are likely to be suspicious 

or cynical of the motivations of their organisation and, as a result, less likely to 

participate in the initiatives available.   
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6.5 Extant Literature in Relation to the Framework 
 

The existing literature in the wider field of employee wellbeing has played a key role 

in guiding this research, in supporting the analysis of the data gathered, and also in 

developing the theoretical framework presented in this chapter. In this section, this 

contribution will be discussed and the way in which extant research fits within the new 

framework will be demonstrated.  

 

6.5.1 Core Organisational Factors in Relation to Extant Literature 

  

A large number of contributions in the extant literature guided the ideas of the Core 

Organisational Factors in the framework (although the specific factors included were 

determined by the data in the research).  These contributions are explored in section 

2.5 of the Literature Review (see for example: Bakker and Demerouti, 2014; Black, 

2008; Cox et al., 2000; EU-OHS et al., 2007; Gram Quist et al., 2013; Johnson et al., 

1996; Joint ILO/WHO Committee on Occupational Health, 1986; Kompier, 2006; 

Leka and Jain, 2010; Sparks et al., 2001). The idea behind much of the research in this 

area is that psychosocial factors have the potential, if not managed effectively, to be 

psychosocial hazards or stressors which negatively impact upon the wellbeing of 

employees. This can lead to negative outcomes in the Theme 3: Wellbeing Outcomes 

section of the framework. So, for example, CIPD (2018) highlight stress as one of the 

primary reasons for absence in the organisations included in their study, and many of 

the psychosocial factors included in the Theme 1: Core Organisational Factors are 

provided as key causes of stress at work. There is more focus in the extant literature 

on managing the potential negative impacts of psychosocial factors than on the 

potential positive role they can play. This potential positive role is, however, 

considered more specifically by the JD-R Theory literature (see for example, Bakker 

and Demerouti, 2014, 2007). 
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6.5.2 Specific Wellbeing Initiatives in Relation to Extant Literature 

  

A considerable amount of the extant literature in the area of employee wellbeing is 

quantitative and positivist in nature (see for example, Anderson et al., 2009; Verweij 

et al., 2011; Walker et al., 2017). Much of this research attempts to show the benefit 

of investing in the promotion of employee wellbeing. The new theoretical framework 

provides a simple, visual way of understanding this type of research. Often, Specific 

Wellbeing Initiatives are the focus of this type of research (as shown in the bottom of 

the framework diagram). This type of research is explored in section 2.6 of the 

Literature Review chapter, in Theme 2 of the Findings chapter, and is analysed at 

various points throughout the Data Analysis chapter. If we take the example of 

smoking cessation interventions  (Cahill et al., 2008; Cahill and Lancaster, 2014) , the 

intervention itself would be found in the Theme 2: Specific wellbeing initiatives 

section of the framework. The objective of this action is that employees will give up 

smoking and this will improve their wellbeing (most likely the physical health aspect 

of their wellbeing), this would be found in the centre of the framework. The expected 

benefit to the company would be found in the Theme 3: Wellbeing outcomes, possibly 

in reduced absenteeism and increased productivity (Baker et al., 2017; Suwa, 2017) 

and the expectation is that this would have a positive effect on the Business Function 

section of the diagram in that more employees are present and able to put their “Other” 

human capital to use effectively in their organisation. Of course, the business case is 

that this will then have a positive impact on the company from a financial perspective. 

In the positivist research of this type, individual research projects often consider one 

or two of these connections as opposed to considering the entire chain, so for example 

a project may consider whether the smoking cessation programme itself is in fact 

successful in helping individuals to stop smoking, or it may consider whether stopping 

smoking has a positive impact in terms of absenteeism or productivity.  
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6.5.3 The Comprehensive Approach in Relation to the Theoretical Framework 

 

Bringing together the core organisational factors and the specific wellbeing initiatives 

discussed in the previous two sections, it is interesting to note that the framework 

acknowledges the role of both; this can be seen as supportive of using a comprehensive 

approach to the management and promotion of employee wellbeing (Bond, 2004; 

Noblet and Lamontagne, 2006; Rojatz et al., 2016). In other words, that the most 

effective way of managing and promoting employee wellbeing is to take both the 

organisation and the individual into consideration. These ideas were discussed in 

section 2.7 of the Literature Review. The importance of this two-sided approach is that 

while managing the organisational side of the equation is essential (Core 

Organisational Factors), this alone does not take into account the response of 

employees, their coping mechanisms or their lives outwith work; this is where the 

Specific Wellbeing Initiatives come into play (e.g. EAPs or resilience training). It is 

also important to note that it will never be possible for an organisation to manage every 

aspect of its psychosocial environment; there will always be factors which will be out 

of their control, for example client-determined deadlines.  

 

6.5.4 Wellbeing Outcomes and the Business Case for Employee Wellbeing 

 

Finally, although determined by the findings of this study (as with the Core 

Organisational Factors and the Specific Wellbeing Initiatives) the ideas included in the 

Theme 3: Wellbeing Outcomes were also guided by the literature. In particular, the 

idea of there being a business case for investing in employee wellbeing, as discussed 

in section 2.8 of the Literature Review (Bevan, 2010; Goetzel et al., 2014). The ideas 

in this section were also discussed throughout the Literature Review more generally 

as well as in section 2.4 which concentrated specifically on ideas associated with 

absenteeism and related concepts (see, for example Aldana et al., 2005; Hemp, 2004; 

Hesketh and Cooper, 2014; Johns, 2010; Kuoppala et al., 2008; Nunes et al., 2017; 

Simpson, 1998; Willert et al., 2009).  The way in which the various different sections 

of the framework fit together can be connected to the idea of creating business cases 

for the investment in employee wellbeing. In many ways, it could be argued that the 
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idea of the business case for employee wellbeing is what the framework is attempting 

to harness. The framework can be seen as a template for the business case for employee 

wellbeing that organisations and consulting firms could fill in with their respective 

data in order to understand the potential benefits available. 

 

6.6 Conclusion  
 

This chapter has presented and explained the new theoretical framework for the 

management and promotion of employee wellbeing which has been developed in this 

research. The framework provides a comprehensive overview of the area in question 

and highlights the connections which have been illuminated by this research.  

The framework is underpinned first of all by the idea from Human Capital Theory that 

employee wellbeing can be considered a component of human capital that determines 

the extent to which employees are able to put the other components of their human 

capital into action. It provides support for the idea that organisations have a level of 

responsibility for the wellbeing of their employees from an economic perspective and 

that this responsibility begins with the management of the core organisational factors 

of Theme 1. This is based on the observation that if these factors are not managed then 

they have the potential to act as demands105, draining the resources of employees. From 

the perspective of the organisation, this is a very inefficient situation because 

employees will be wasting their resources coping with the demands placed 

unnecessarily upon them by the core organisational factors, when these could be put 

to better use in meeting the demands of the jobs the employees are employed to 

perform (i.e. when employees put their ‘other’ components of human capital into 

practice in the Business Functions section of the diagram). Therefore it is argued that 

by failing to proactively manage the core organisational factors in Theme 1, 

organisations reduce the ability of employees to add to the value creation process as 

effectively as they potentially can. In an ideal situation, core organisational factors 

wouldn’t exert any demands upon employees, instead they would add to their bank of 

                                                           
105 This is based on insights gained through analysing the data using Job Demands-Resources Theory. 
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resources so adding maximum value to the value creation process in their 

organisations. 

In addition, it is important to note that while addressing the management of the core 

organisational factors is the primary responsibility of organisations, this is only one 

side of the matter. The issue of stress provides a good example of this point. For 

optimum results in managing stress, both the stressor (i.e. the core organisational 

factor) and the stress response (i.e. the way that the employee responds, as potentially 

improved through the specific wellbeing initiatives in Theme 2) need to be 

addressed106. The framework therefore supports a comprehensive approach which 

combines both the organisational and individual approaches. One of the novel findings 

of the research is depicted in the pathway running from Theme 1 Core Organisational 

Factors to Theme 2 Specific Wellbeing Initiatives, which expresses the finding that if 

these are out of alignment (in other words the organisation puts Theme 2 initiatives in 

place but fails to manage Theme 1 factors), then employees are likely to react with 

cynicism and suspicion with regard to the motivations of the organisation and, as a 

result, are less likely to participate (this of course reduces the likelihood of success for 

the initiative). This again supports the idea that it is the Theme 1 Core Organisational 

Factors that are the primary responsibility of organisations. 

The framework also highlights another interesting finding: that there is an alternative 

pathway between Theme 2 Specific Wellbeing Initiatives and Theme 3 Wellbeing 

Outcomes because there are some wellbeing outcomes, such as attracting employees, 

meeting legislation and securing tenders and finance, which can be achieved without 

having to impact employee wellbeing directly; these can be achieved simply by the 

organisation being seen to be promoting employee wellbeing. It is also important to 

note here that while it is possible to achieve these wellbeing outcomes without actually 

improving employee wellbeing, the ideal situation would be one where these were 

being achieved in conjunction with improvements in employee wellbeing (in other 

words, this alternative pathway should not be seen as a preferable shortcut). 

A further important contribution of the framework can be seen in its highlighting of a 

bidirectional relationship existing between Business Functions and Theme 3 

                                                           
106 See section 2.5.2 for further details 
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Wellbeing Outcomes, as discussed in section 6.3.6. This is a connection that is not 

widely noted in the literature in the area and therefore the framework arising from this 

thesis provides a valuable insight into this dynamic. Indeed, this relationship is argued 

by the researcher to be vital in gaining a full understanding of the management and 

promotion of employee wellbeing. 

Finally, the framework ends with the financial component; this was viewed as an 

essential component to include given the importance that interviewees placed upon it. 

However, it is recognised, as noted earlier in this chapter as well as in Chapter 2, that 

further research into the financial connection is needed in order to draw more 

conclusive answers. In some instances, evident both in the interviews conducted for 

this research and during conferences in the area, there is a reluctance to focus on the 

financial side of this issue and there is at times a feeling that the management and 

promotion of employee wellbeing should not rely on there being a financial incentive 

involved. However, it is essential to note that this is the nature of the economic system 

within which businesses in the UK, along with many other countries in the world, 

operate and it is therefore naïve to suggest that businesses would do this without 

gaining anything in return107. This research takes the notion a step further and asserts 

that attempts to separate the benefit to the employee from the benefit to the 

organisation actually work to the detriment of the development of the area. A final 

contribution of the framework, therefore, is that it highlights the fact that if 

organisations wish to benefit from action in this area, beyond the three wellbeing 

outcomes noted as being accessible through the alternative pathway108, then the 

employee must first benefit in terms of improved wellbeing. 

This chapter has outlined the development of the new theoretical framework for the 

management and promotion of employee wellbeing and has explained the overall 

contribution it makes to the field. In the next chapter, Discussion and Conclusion, a 

                                                           
107 This links back to the discussion at the end of Chapter 2 regarding Shareholder versus Stakeholder 

Theories and the compromise of Enlightened Shareholder Value (Andreadakis, 2012) (section 2.11.1). 

 
108 Explained in section 6.3.4 (wellbeing outcomes include: attracting employees, meeting legislation 

and securing tenders and finance). 
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detailed exploration of the way in which the research has answered the research 

questions and met the research objectives will be provided. 
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Chapter 7 

Discussion and Conclusion 
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7.1 Introduction 
 

This thesis has documented a PhD research investigation into the management and 

promotion of employee wellbeing in the UK. The outcome of the research has been 

the development of a new theoretical framework which brings together different 

elements of the field. The objective of this, the seventh and final chapter of the 

thesis, is to provide an overview of the research. This has been achieved by 

reiterating clearly the way in which the study has answered the research questions, 

set out in the first chapter, and in doing so has allowed for the meeting of the overall 

objective of the research: the development of a new theoretical framework for the 

management and promotion of employee wellbeing. 

This final chapter is structured as follows. To begin with, an overview of the research 

is provided. Firstly, the structure of the thesis is outlined along with the way in which 

different elements of the research fit together. Next, readers are reminded of the 

research objective and questions; this leads into an overview of the way in which the 

research has answered the research questions and how this has allowed for the 

meeting of the principal objective and sub-objectives of the research. Finally, there is 

a discussion of the contribution to knowledge made by the research, the limitations 

of the research, and the avenues signposted for future research. The chapter then 

concludes with some final thoughts. 

 

7.2 Overview of the Structure of the Thesis 
 

In this section, an overview of the way in which the different chapters of the thesis 

work together and build upon one another to provide a complete summary of the 

overall research process is presented. 

The thesis is divided into seven chapters: five core chapters in addition to the 

Introduction in Chapter 1 and the Conclusion in Chapter 7. The first chapter 

introduces the topic of the research, presents the overall objective of the study, along 

with the research questions, and provides an overview of the structure of the rest of 

the thesis. Following this, Chapters 2 and 3, the Literature Review and Research 
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Design: Methodology and Methods work in conjunction to provide the foundation 

for the study. The second chapter presents a review of the extant literature in the 

area. This review guided the development of the overall objectives and research 

questions of the study109 and, more specifically, the interview questions110, it also 

determined the three alternative theoretical perspectives used in the analysis of the 

data in Chapter 5 and was then instrumental in the development of the theoretical 

framework of the thesis in Chapter 6. Chapter 3 Research Design: Methodology and 

Methods provides an overview of the philosophical underpinnings of the research 

alongside detailed explanations of the various decisions made in the design of this 

study. These decisions were made in order to create the best conditions for the 

research questions to be answered and the research objectives as a whole to be met. 

Moving on from chapters 2 and 3, Chapter 4 presents the Findings of the interviews 

in the research. These are presented in line with the themes identified using 

techniques borrowed from thematic analysis (Braun and Clarke, 2006). Four overall 

themes with a number of subthemes were identified in the research. The objective of 

this chapter was to present the findings of the research without discussion or analysis 

and simply to organise them in a logical order so that readers can gain an 

appreciation of the rich data in the study. This chapter also provides the basis for the 

following two chapters in the thesis. 

Chapter 5 Theoretical Analysis, is divided into three main sections, each of which 

considers the data in the study according to one of the three alternative theoretical 

perspectives employed in the research. In reality, the processes in chapters 4 and 5 

were not separate, however, in order to present them as clearly as possible, they were 

divided with the analyses in Chapter 5 referring back to the different themes and 

subthemes presented in Chapter 4. The decision to present these chapters as they 

appear in the thesis was also partly due to logistical considerations in that it was 

deemed impractical to re-present the findings three separate times in each of the 

alternative analyses. It is also important to note here that not all of the themes and 

subthemes presented in Chapter 4 were relevant to all three of the theoretical 

                                                           
109 As presented in Chapter 1 Introduction. 
 
110 As introduced in Chapter 3 Research Design: Methodology and Methods. 
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perspectives employed in Chapter 5, rather some were more relevant to some 

perspectives than to others. 

Chapter 6 brings together the preceding chapters to develop a new theoretical 

framework for the management and promotion of employee wellbeing; the overall 

objective of the research. This framework was created through a combination of the 

insights arising from the analysis of the data according to the three alternative 

perspectives presented in Chapter 5, in conjunction with the extant literature 

reviewed in Chapter 2, and it is structured according to the themes presented in 

Chapter 4. 

The current chapter, Chapter 7 Discussion and Conclusion, provides a final overview 

of the thesis, discussing the ways in which the study answers the research questions 

and meets the overall objective of the research, as well as its contribution to 

knowledge, its limitations and the ideas arising from it for future research. In what 

now follows, consideration will be given specifically to the answering of the research 

questions throughout the thesis. 

 

7.3 Research Objective and Questions 
 

As noted above, the aim of this research was as follows:  

To develop a theoretical framework providing an overview of the management and 

promotion of employee wellbeing within large UK-based organisations, which is 

valuable to both academics and practitioners in facilitating an understanding of the 

connections which exist between the various elements in the field.  

In order to achieve this, the research sought insights from large UK-based 

organisations as well as consulting firms operating in this area. It was deemed 

essential that this research be valuable both from an academic perspective and from a 

practitioner perspective111.  

                                                           
111 In this research, practitioners are considered to be both sets of interviewees: individuals in 
organisations responsible for employee wellbeing and individuals working in the area from a 
consulting/service provision perspective. 
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In addition to this overall objective, there were three additional sub-objectives for the 

theoretical framework, as follows. 

1. To facilitate a better understanding of existing and future contributions to 

the literature in the area including how the different studies relate to one 

another and of their value and relevance in any given situation. In the same 

way, the framework will prove useful in guiding researchers in planning 

future research projects in this area, and in understanding the contribution 

they hope to make in the field. 

 

2. To assist organisations in understanding their current situation and their 

own efforts in the management and promotion of employee wellbeing, and in 

planning future action in the area. 

 

3. To be helpful to consulting firms and service providers operating in the 

area, both in ensuring that their approach is as effective as it can be and in 

providing a useful facilitatory tool in the explanation of their approach to 

their clients. 

 

In order to facilitate the development of the theoretical framework, the research 

addressed two main questions: 

1. What are the organisations interviewed for this research doing in the area of 

employee wellbeing; what are the motivating factors driving their actions and 

the challenges they face? 

2. What role are the consulting firms and service providers interviewed in this 

research playing in this area and what further insights can they provide into 

the actions of large UK-based organisations? 
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7.4 Answering the Research Questions and Meeting the Research Objectives 

  

This section will begin by exploring the way in which the study answered the 

research questions and will then move into a discussion of how this allowed for the 

meeting of the research objective and sub-objectives. 

 

7.4.1 Answering the Research Questions 

 

Although it could be argued that all five of the core chapters of the thesis contribute 

to answering the research questions, it is perhaps most obvious in Chapter 4 because 

the research questions provide the backbone of the findings chapter. Question 1: 

What are the organisations interviewed for this research doing in the area of 

employee wellbeing; what are the motivating factors driving their action and the 

challenges they face?  

is explored throughout all four of the themes presented in the chapter. 

Firstly, Theme 1 and Theme 2 explore what organisations are doing in the area; the 

division between the themes here is in line with the literature in the area. Theme 1 

Core Organisational Factors considers the management of employee wellbeing which 

is referred to as ‘the organisation-focused approach’ in the literature. On the other 

hand, Theme 2 focuses on the promotion of employee wellbeing, or what the 

literature refers to as ‘the individual-focused approach’. Theme 3 considers the 

factors driving action or, in other words, the motivating factors; these are the reasons 

companies are choosing to take action in this area. Finally, Theme 4 considers the 

factors which act as barriers or facilitators in the area, in other words this theme 

addresses the challenges organisations face. 

In terms of the second research question: 

What role are the consulting firms and service providers interviewed in this research 

playing in this area and what further insights can they provide into the actions of 

large UK-based organisations? 
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the first part of the question is answered by the second half of Theme 2 in Chapter 4 

(section 4.3.2) which considers specifically the different approaches taken by 

consulting firms and service providers interviewed in this research. The second part 

of question 2, like question 1, is answered throughout all of the themes. Insights from 

the consulting firms and service providers are presented alongside those of the ten 

organisations included in the study; this provides a deeper, more far-reaching 

account of action in the area. 

 

7.4.2 Meeting the Research Objectives  

 

The answering of the research questions in Chapter 4 provided the basis for the 

meeting of the overall objective of the research in Chapter 6 The Development of a 

New Theoretical Framework for the Management and Promotion of Employee 

Wellbeing. However, the meeting of this objective would not have been possible 

without the analysis of the data according to the three alternative theoretical 

perspectives in Chapter 5. It was only by conducting these analyses that the data 

presented in Chapter 4 took on meaning and an understanding of the connections 

could become apparent. This section of the chapter is divided into four main parts. 

The first of these re-presents the new theoretical framework for the management and 

promotion of employee wellbeing in a slightly different format to the framework 

presented in Chapter 6, along with an overview and discussion of the framework in 

general. This is followed by three sections each of which considers the way in which 

the study has met the three additional sub-objectives set out in the Introductory 

chapter.  

7.4.2.1 Meeting the Overall Objective of this Research  

The full version of the framework which was developed in this study was presented in 

Chapter 6 (section 6.3), however, in order to facilitate discussion in this chapter, as 

simplified112 colour-coded version is presented on the following page. 

                                                           
112 Simplified in that the sections of the diagram have been collapsed to include only titles in order to 
provide an overview and also highlight the flexibility of the framework as will be discussed later in 
this chapter. 
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As can be seen in Figure 7.1 above, the framework is colour coded with two keys. 

The first key provides the colours corresponding to the three alternative theoretical 

perspectives113 employed in the research and the second key provides the colours for 

themes114 1 to 3. 

The first box in the framework is Employee, this is outlined in purple, the colour of 

Human Capital Theory. The reason for this is that in line with this theory, there are 

two components under consideration here: firstly, the wellbeing of employees 

entering their place of work, considered in this research a component (or even the 

underpinning component) of the employees’ human capital, secondly, the other 

components of human capital that employees brings to their organisation, such as 

job-specific skills and their ability to work as part of a team. As can be seen115 the 

first of these, wellbeing, feeds into the centre of the diagram, whilst the rest of the 

components of human capital feed along the top of the diagram into the Business 

Function box. 

The centre of the diagram is influenced mainly by Job Demands-Resources Theory 

(JD-R Theory); as noted above, the general wellbeing of the employee feeds into this 

alongside the Core Organisational Factors (Theme 1) and the Specific Wellbeing 

Initiatives (Theme 2). In line with JD-R Theory, the idea behind this section of the 

diagram is that all core organisational factors have the potential to act as job 

demands or job resources depending upon the way in which they are managed, and 

this will have an impact on the balance of Employee Wellbeing in the centre of the 

diagram. In addition, this research put forward the idea that Specific Wellbeing 

Initiatives (Theme 2) have the potential to add to job resources again impacting upon 

the balance of wellbeing in the centre of the framework. The arrow going from the 

centre, Employee Wellbeing, to Business Functions and Theme 3: Wellbeing 

Outcomes’ is influenced by both JD-R Theory and HC theory. The reason for this is 

                                                           
113 As explored in Chapter 5. 
 
114 As explored in Chapter 4. It should be noted that while the fourth theme is not explicitly present 
in the framework in the way that the first three themes are, it is implicitly present in the way that 
the framework is constructed and in the connections which exist. 
 
115 For a more detailed view, please refer to Chapter 6 (section 6.3) where the full theoretical 
framework is presented 
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that HC theory suggests that Employee Wellbeing is the underpinning component of 

human capital that determines how effectively employees are able to put into use the 

other components of their human capital; this process takes place in the Business 

Function section of the framework. In addition, the balance of wellbeing, as 

determined by the factors feeding into the centre of the diagram, is the balance of 

wellbeing going into the part of the framework where employees put the ‘Other’ 

components of their human capital into action. 

The areas of the framework which are highlighted in pink are those influenced by 

Corporate Social Responsibility Theory (CSR Theory). The first connection 

highlighted is represented by the dotted line joining Theme 1 (Core Organisational 

Factors) and Theme 2 (Specific Wellbeing initiatives). This idea was explored in 

Chapter 5 (section: 5.4.3.4). The management of the core organisational factors in 

Theme 1 can have an indirect impact on the success of any specific wellbeing 

initiatives put in place by an organisation (Theme 2) in the sense that if there is 

misalignment between the two116, then employees are likely to react with suspicion 

and cynicism and, as a result, participation rates are likely to be reduced. 

The second connection highlighted by CSR theory is shown in the framework by the 

other dotted line connecting Theme 2 (Specific Wellbeing Initiatives) and Theme 3 

(Wellbeing Outcomes). This link exists in order to highlight the idea that there are 

wellbeing outcomes, namely; attracting employees, meeting legislation and securing 

tenders and finance, which do not reply upon employee wellbeing being improved. 

These can be achieved by simply being seen to have wellbeing initiatives in place 

(i.e. they bypass the centre of the diagram). 

All three of the theories come together to influence the right-hand side of the 

diagram; demonstrated by the three coloured arrows connecting Business Functions 

and Theme 3: Wellbeing Outcomes. This highlights the fact that the understanding of 

the complex relationship between these two elements of the field was generated by 

considering the insights of all of the three theories employed in this research. 

                                                           
116 In other words, the organisation puts specific wellbeing initiatives in place without effectively 
managing the core organisational factors. 
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Finally, as can be seen, CSR theory and HC theory are highlighted in the arrow 

leading to Financial Benefit. The reason for this is that both of these theories are 

concerned with the financial element of the field, whereas JD-R Theory is less 

explicitly focused on this aspect 117. 

 

7.4.2.2 Sub-Objective One: Research 

 

The first sub-objective of the framework focuses upon its value from an academic 

perspective: 

To facilitate a better understanding of existing and future contributions to the 

literature in the area including how the different studies relate to one another and of 

their value and relevance in any given situation. In the same way, the framework will 

prove useful in guiding researchers in planning future research projects in this area, 

and in understanding the contribution they hope to make in the field. 

 

Section 6.5 of the previous chapter of the thesis explored the way in which the extant 

literature guided the development of the framework. This in turn resulted in the 

meeting of the first part of the sub-objective outlined above: The framework will be a 

useful tool for assessing and evaluating existing and future literature in the area of 

employee wellbeing, thus enabling a better understanding of the contributions, of 

how the different studies relate to one another and of their value and relevance in any 

given situation. This occurs naturally as a result of the inclusion of literature in the 

development of the framework. The framework can also be used by researchers to 

isolate specific areas in the field and in turn help guide the development of future 

research. There are four areas of extant literature explored in section 6.5 of the 

previous chapter; in what follows each of these will be considered in turn with one 

specific example provided in each as to the way in which the framework could be 

used to isolate specific areas of study118. 

                                                           
117 There are exceptions to this however (see for example: Xanthopoulou et al., 2009) 
 
118 It is essential to note that the four examples provided here are only a small fraction of the 
potential areas and connections which could be isolated using the framework. 



282 

 

 

7.4.2.2.1 Potential Research into Core Organisational Factors119 

 

The extant literature related to the core organisational factors is largely research 

concerning psychosocial factors in the workplace. One of the potential connections a 

researcher may be interested in is the impact of core organisational factors on 

employee wellbeing. In this example, the area of the framework they would focus 

attention on would be as shown in Figure 7.2 below. 

 

Figure 7.2: Research into the Influence of Core Organisational Factors on 

Employee Wellbeing 

 

 

 

 

This would determine the literature that would be relevant to them in designing their 

study. If a researcher decided that they were only going to consider the impact of 

core organisational factors on wellbeing then the financial side of the equation would 

                                                           
 
119 This links to section 6.5.1 of the previous chapter. 
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not be relevant to their research, nor would any specific wellbeing initiatives in 

place.  

 

7.4.2.2.2 Potential Research into the Influence of Specific Wellbeing Initiatives 

on Employee Wellbeing120 

 

Alternatively, an individual may be interested in researching the specific wellbeing 

initiatives and their impact. In Figure 7.3 below one of the potential connections 

which could be explored is highlighted: the direct impact of initiatives on employee 

wellbeing. In this instance, researchers would not be interested in core organisational 

factors, nor would they consider the impact of changes in employee wellbeing as a 

result of initiatives on the organisation. 

 

Figure 7.3: Research into the Impact of Specific Wellbeing Initiatives on 

Employee Wellbeing 

 

 

 

                                                           
120 This links to section 6.5.2 of the previous chapter. 
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7.4.2.2.3 Potential Research into the Comprehensive Approach121  

 

The extant literature that promotes a comprehensive approach brings together the 

organisational approach (Theme 1: Core Organisational Factors) and the individual 

approach (Theme 2: Specific Wellbeing Initiatives). In Figure 7.4 below, one of the 

options related to this idea is highlighted, where researchers would investigate the 

comprehensive approach: the combined impact of both the organisational approach 

(theme 1: core organisational factors) in conjunction with the individual approach 

(specific wellbeing initiatives). In this particular example, highlighted in Figure 7.4, 

it is clear that the focus is not upon the impact of this upon the organisation but 

simply upon employee wellbeing. 

 

Figure 7.4. Research into the Impact on Employee Wellbeing of the 

Comprehensive Approach 

 

 

 

                                                           
121 This links to section 6.5.3 of the previous chapter. 
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7.4.2.2.4 Potential Research into The Business Case for Employee Wellbeing122 

 

Literature that focuses on the development of the business case for the management 

and promotion of employee wellbeing focuses on the way in which improving 

employee wellbeing can impact business functions in relation to wellbeing outcomes 

(Theme 3) and in turn have a positive financial benefit to the organisation in 

question.  

One final example is provided below in Figure 7.5. The section of the framework 

isolated in this instance includes the factors that may be of interest to a researcher 

looking to further investigate the financial benefits (in other words, the business 

case) for investing in specific wellbeing initiatives123. In this instance, a relatively 

wide array of extant literature would be relevant to this study, as can be seen in 

Figure 7.5. below. 

 

Figure 7.5. Research into the business case for investing in specific wellbeing 

initiatives 

 

                                                           
122 This links to section 6.5.4 of the previous chapter. 
123 Readers are reminded that this is only one of numerous options available to future researchers 
and, in particular, that research into the business case for employee wellbeing can potentially 
include all areas of the framework. 
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It is important to note that the examples provided in this section of the chapter are of 

course only a fraction of the possibilities available to researchers operating in this 

area; they do however help to demonstrate the way in which the first sub-objective of 

the research has been met through the creation of the new theoretical framework in 

this study. 

 

7.4.2.3 Sub-Objective Two: Organisations 

 

The second sub-objective of the framework focuses upon the value that it ought to 

hold for organisations, as follows: 

To assist organisations in understanding their current situation and their own efforts 

in the management and promotion of employee wellbeing, and in planning future 

action in the area. 

 

Organisations can use the framework in a variety of interconnected ways. Firstly, it 

can be used as a tool to gauge the current situation that an organisation is in with 

regards to employee wellbeing. The simplified version of the framework presented in 

this chapter (see Figure 7.1) where the dimensions are collapsed to include only 

titles, is a reminder to readers that specific details included in the full theoretical 

framework (section 6.3) do not represent exhaustive lists but, rather, are the specific 

factors highlighted by the interviewees in this study. Organisations using the 

framework can therefore populate it with the factors relevant to their particular 

situations. These specifics may come from data the organisation already collects, 

perhaps from staff surveys or absence data, in conjunction with the management 

processes in place in terms of the core organisational factors (Theme 1) and any 

specific wellbeing initiatives (Theme 2). In this way, the framework can act as 

something of a dashboard allowing organisations to see their current situation on one 

page. 

By using the framework to build a more comprehensive understanding of their 

current situation, organisations can then begin the process of planning future action 
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in the area and decide upon various factors such as what they are going to focus on, 

what they need to measure, and what outcomes and changes they wish to see as a 

result. All of these factors can once again be mapped against the framework.  

In addition, in order to secure financial support for actions in this area, the 

framework can be used by members of organisations as a template for designing a 

business case, demonstrating the cost of the current situation and the benefits of 

moving to a new way of operating. The link highlighted between Theme 1 and 

Theme 2 in the framework124 is also important when considering the value of the 

framework to organisations. This connection acts as a reminder that ultimately, the 

core organisational factors (Theme 1) come before the specific wellbeing initiatives 

(Theme 2) in terms of employer responsibility and that, without resolving any 

outstanding issues within the core organisational factors, wellbeing initiatives are 

unlikely to have the desired impact. 

 

7.4.2.4 Sub-Objective Three: Consulting Firms 

 

The third sub-objective of the framework focuses on the value it ought to provide to 

consulting firms operating in the area, as follows. 

To be helpful to consulting firms and service providers operating in the area, both in 

ensuring that their approach is as effective as it can be and in providing a useful 

facilitatory tool in the explanation of their approach to their clients. 

 

Different consulting firms take different approaches to the management and 

promotion of employee wellbeing. This was explored in the final section of Theme 2 

of the findings chapter (section 4.3.2.2)125. In this research, four different approaches 

were identified as follows. 

                                                           
124 Which points to the idea that core organisational factors and specific wellbeing initiatives need to 
be in alignment in order for the latter to have the best chance of success. 
 
125 This section of the findings chapter also addresses the second Research Question.  
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1. Focusing on resolving or improving a specific issue connected to 

employee wellbeing. 

2. Focusing on one particular intervention which has the potential to impact 

a variety of wellbeing-related issues. 

3. Focusing more generally, applying various interventions to tackle a 

variety of employee wellbeing-related issues. 

4. Taking an evidence-based approach to guide advice given and action 

taken. 

In the list above, number 1 can be understood as the firms in question choosing one 

issue in the Theme 3: Wellbeing Outcomes section of the framework, for example, 

absenteeism. They then focus their attention on the various ways in which they can 

address the problem of absenteeism, presumably with the objective of reducing it in 

their client organisations through a variety of approaches within the Theme 1: Core 

Organisational Factors and Theme 2: Specific Wellbeing Initiatives.  

The second approach detailed above is where the company in question chooses to 

focus on a particular factor, probably within Theme 2: Specific Wellbeing Initiatives 

(although this could in theory also be within Theme 1: Core Organisational Factors) 

with the objective of positively influencing a variety of factors in the Theme 3: 

Wellbeing Outcomes section of the framework. For example, a company may focus 

on mindfulness training and the outcomes may include reductions in absenteeism and 

increases in creativity and productivity. 

The third approach taken by organisations in this study was that of taking a more 

general approach; this is where the consulting firm considers various different issues 

in the Theme 3: Wellbeing Outcomes section of the framework by implementing and 

adjusting various factors in the Theme 2: Specific Wellbeing Initiatives section (and 

also potentially the Theme 1: Core Organisational Factors). 

Finally, the fourth approach found by this research, was an evidence-based approach. 

The companies in question conduct research into their client organisations and then 

use the findings to guide the action they take. For example, their research may 

highlight a specific issue with absenteeism and they could then use this information 

along with the findings associated with what might be causing this in order to make 
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changes in the Theme 1: Core Organisational Factors and Theme 2: Specific 

Wellbeing Initiatives126. Again, this is something which can be demonstrated by 

using the framework. 

These four approaches are not necessarily employed independently of each other, for 

example, it is possible that a firm might focus on one area such as absenteeism 

(approach 2) whilst also using an evidence-driven approach (approach 4) in order to 

guide action taken. 

The framework can be helpful to organisations considering employing an employee 

wellbeing consultancy in terms of understanding the approach that they are looking 

for and the approach that the firms they are considering take. It is also valuable to 

consulting firms in terms of explaining their approach to prospective clients as well 

as in using the framework as a template for the action taken in the same way that 

organisations themselves might do. 

 

7.5 Contribution to Knowledge  
 

As identified in the Chapter 1 Introduction, and further explored in Chapter 2 

Literature Review, this study has answered the call of Danna and Griffin (1999) for 

the creation of an overall framework in employee wellbeing127. The research 

addresses two of the overall issues identified in the literature in the field of employee 

wellbeing: the disjointed, disparate nature of existing contributions; and the lack of 

theoretical grounding of studies in general. Although it is recognised that one study 

alone cannot hope to resolve these issues entirely, this research sought to begin the 

process of addressing them. Naturally, the contribution to knowledge made by this 

study is therefore based upon these factors. This section will explore the contribution 

to knowledge made firstly by the framework which has been developed itself and 

                                                           
126 In line with this approach taken by consulting firms is a similar approach taken independently by 

some organisations (see section 4.3.1.2.2 for further details). 
127 As noted previously, the framework developed focuses specifically on employee wellbeing within 

organisations, in line with the need for a focus on practical application. 
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secondly by the theoretical grounding of the framework and the process through 

which it was developed. 

The framework itself provides a way of understanding, and being able to appreciate 

visually, the connections which exist between different aspects of the field. One of 

the problems identified in the employee wellbeing literature is that the literature itself 

is disparate in nature, having been created by a vast array of different researchers 

operating in various disciplines, and that this makes it challenging for individuals to 

gain an understanding of the overall picture. The creation of the framework in this 

study is an attempt to take a step towards a more connected field of study which 

individuals can use to make sense of different extant contributions in terms of how 

they fit into the overall picture, and therefore identify areas for future study. The 

framework has a practical application beyond its academic contribution in that it will 

be helpful to practitioners operating in the area within organisations and also 

consulting firms. The framework has been devised to be flexible and can therefore be 

adapted in order to meet the needs of those using it and it is hoped that over time it 

can be extended in order to incorporate new developments in the field. Unlike much 

of the research in this area, the framework considers both the organisational 

approach128 (Theme 1) and the individual approach129 (Theme 2) in conjunction with 

one another, in other words, the framework supports the use of the comprehensive 

approach130. This is considered an important element in the contribution to 

knowledge made by this study in that without considering both of these perspectives 

together, and in particular their influence on one another, it is not possible to gain a 

complete understanding of the situation at hand. 

The second contribution to knowledge in this study is founded in the way in which 

the framework itself has been developed and, in particular, its use of existing 

theory131. Currently, it includes three theoretical perspectives which complement one 

another and provide a comprehensive overview of the field. As noted previously, 

                                                           
128 See section 2.5 of the Literature Review. 

 
129 See section 2.6 of the Literature Review. 

 
130 See section 2.7 of the Literature Review. 

 
131 Theoretical engagement being somewhat lacking in the field as a whole. 
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there is flexibility for it to be adapted and added to, and this includes the theoretical 

element of the framework. As far as the researcher is aware, the approach employed 

in this study has not been used in the study of employee wellbeing previously. As 

explained in Chapter 3 and then presented in chapters 4 to 7, this research combines 

ideas from both thematic analysis (Braun and Clarke, 2006) and abduction 

(Timmermans and Tavory, 2012); the data gathered in this research was analysed 

according to three alternative theoretical perspectives. The use of the three 

perspectives employed allowed for light to be shed on different facets of the topic 

which in turn enabled a more complete understanding to be gained. This novel 

approach proved very effective in bringing together empirical findings, existing 

theory and extant literature in order to create the theoretical framework presented in 

Chapter 6. 

 

7.6 Limitations 
 

As explained in Chapter 3, when designing any study, researchers make a number of 

decisions regarding the approach that will be employed. It is the role of researchers 

to ensure that they are adequately informed regarding the different options available, 

and the benefits and drawbacks present in each, in order that the design of the study 

allows for the objectives of the research to be met in the most effective way possible. 

In making these decisions the researcher inevitably needs to make compromises, and 

these are represented by the limitations which result from choosing one option over 

another. In this section of the chapter, the limitations of this study will be identified 

and discussed. 

The first limitation to be considered is the use of a relatively small sample size. The 

objective of this research was to develop a theoretical framework for the 

management and promotion of employee wellbeing. This required depth of insights 

as well as the opportunity for research participants to share ideas which were not 

necessarily previously considered by the researcher. For these two main reasons, a 

qualitative research approach was chosen. This required the use of a relatively small 

sample size in comparison to the one which would have been used if the research 
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were quantitative in nature. The limitation which arises from the use of a qualitative 

approach, and the necessarily small sample size, is that there can be no generalisation 

of the findings in the way that is possible in quantitative research. However, overall, 

the benefits arising from the use of a qualitative approach over a quantitative 

approach are deemed to outweigh the limitations. 

The second limitation with regard to the sample is that this research employed 

opportunistic sampling which resulted in participants being from a number of 

different industries. Although this is not viewed as problematic, because the 

framework developed in this research is seen to be valuable across industries, it does 

mean that industry-specific insights were not gained in this research. Furthermore, it 

is possible that there is underrepresentation of organisations which were not doing 

anything in the area of employee wellbeing because the interviewees recruited 

through opportunistic sampling were already interested in some way in this topic132. 

Although there were interviewees who were not doing as much in the area, or very 

little133, it is still possible that additional insights from less proactive organisations 

would have been valuable. When attempting to gain access to organisations through 

the Chamber of Commerce, many companies responded saying that they did not 

believe that they had anything to add to the study as employee wellbeing was not an 

area that their organisations focused attention on and, although the researcher did 

explain that this was not a problem, very few changed their minds and decided to 

participate. 

Along similar lines, this research has focused attention only on large organisations. 

While it is envisaged that many of the insights gained will also be relevant to small- 

and medium-sized organisations, not all will be of value to them. The reason for 

focusing on large organisations was simply that they had more people to manage and 

therefore the wellbeing of more employees to consider and as a result were deemed 

more likely to be taking action in the area. 

                                                           
132 Since they had attended a conference or had been recommended by another interviewee who 

thought of them specifically when considering employee wellbeing. 

 
133 See section 4.3.1.1 of the findings chapter: Group 1: Do only what is required. 
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Finally, in relation to the interviewees, only two stakeholders were included in this 

research: the individuals responsible for employee wellbeing within organisations 

and consulting firms and service providers operating in the area. The reason for this 

is that the objective of the research was to develop a theoretical framework for the 

management and promotion of employee wellbeing and therefore the focus was 

placed upon the individuals who were the most influential and had the most 

experience of this. The decision to restrict stakeholders to two groups was firstly due 

to the need for depth of insights which was achieved by interviewing a relatively 

large number of individuals in a relatively small number of stakeholder groups about 

the area134. Logistical considerations also played a role in that it would not have been 

possible to interview many more individuals than were included from a practical 

viewpoint as well as from the perspective of having to analyse the data. 

 

7.7 Avenues for Future Research 
 

As noted in Chapter 2 Literature Review, employee wellbeing is a topic which is of 

interest to a diverse range of disciplines. Despite this, it is a relatively under-

researched area, with the conclusion of a large number of studies included in the 

review in Chapter 2 being that further research was needed in practically every area 

of the field. There are therefore a number of avenues which can be taken in terms of 

future research. This section of the chapter will provide an overview of potential 

areas which it would be valuable to explore following this study. 

This study did not focus on one particular industry, the justification for this being 

that employee wellbeing is something which is relevant to all companies which 

employ people and that there are necessarily similarities with regard to relevant 

issues regardless of the industry in which organisations are operating. Similarly, 

since the objective of this research was to develop a new theoretical framework for 

the management and promotion of employee wellbeing in general, it was not deemed 

appropriate or useful to focus attention on one specific industry. It is, however, 

                                                           
134 As opposed to asking a relatively small number of stakeholders across a larger number of 

stakeholder groups. 
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recognised that in addition to the common ground which exists between companies 

operating in different industries, there will also be industry-specific issues and 

considerations and that understanding more about these is important. It would 

therefore be valuable to conduct further research into specific industries and possibly 

adapt the framework from the current study in line with the findings of industry-

specific research so that different frameworks would exist which focused on the 

issues relevant to different industries. This preliminary research could also help 

guide the additional research necessary to make impactful change in specific 

industries. 

Along similar lines, it would also be valuable to consider the specific experience of 

small organisations. This research has focused on large organisations; one of the 

main reasons for this was that large organisations are more likely to have more in 

place with regards to employee wellbeing, simply because they employ more people. 

In keeping with the ideas expressed above, there are likely to be aspects of the 

current research which are relevant to smaller organisations, however there are also 

likely to be other specific issues which organisations of different sizes face 

independently. This again could lead to the possibility of adapting the framework to 

incorporate different factors highlighted through this additional research. 

Another useful area for study would be to conduct quantitative research to further 

explore the various relationships arising in the research. Whilst the decision to use a 

qualitative approach in the current research was the obvious choice given the 

objectives of the study, it is recognised that the value and influence of the framework 

could be enhanced if quantitative research were to be conducted to provide support 

for the connections put forward in this qualitative research. 

This research has focused attention on the way in which employee wellbeing is 

managed and promoted in organisations; it would be valuable to gain deeper insights 

into the factors influencing this. Research of this type could include examinations of 

the influence of factors such as organisational sector, size, structure and even 

country. 

As noted earlier in this chapter, presenteeism and leavism are not included in the 

theoretical framework developed in this research, despite their importance in the area 
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overall. The reason for this, as explained previously, is simply that these factors are 

not ones which interviewees took into consideration and therefore to keep the 

framework true to the data collected, they were not included. However, as recognised 

in the literature, these two factors are of significant importance to the overall field 

and it is concerning that they are not bigger considerations for the organisations 

interviewed in this research. It would therefore be of value for academics to work on 

ways of making these issues more accessible from a practical perspective and to 

conduct research in real-world settings in order to begin the process of shifting 

presenteeism and leavisim from the confines of academic research into a real-world 

setting. 

As identified in the limitations section previously, this research focused attention on 

only two sets of stakeholders: individuals responsible for employee wellbeing within 

organisations, and consulting firms/service providers operating in the area. The 

reason for this was that the objective of the research was to create a framework for 

the management and promotion of employee wellbeing and the stakeholders included 

were therefore limited to the individuals with the greatest experience and influence 

with regards to the management and promotion of employee wellbeing. However, it 

is recognised that there are several other stakeholders in the area, not least employees 

themselves, and it would be of great value to conduct research which included 

insights from a wider range of individuals; this could, for example, include: 

employees, top management teams, line managers and trade unions. 

 

7.8 Conclusion 
 

In this final section, consideration will be given firstly to the reflections of the 

researcher on the PhD process itself. This will then move into more general 

reflections on the research overall, and the thesis will conclude with some final 

thoughts. 
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7.8.1 The Research Journey 

 

The PhD process is, in essence, an apprenticeship for researchers and, as such, it is 

important to document the reflections of the researcher with regard to this experience 

and the resulting key learnings. As readers will have gleaned from various sections 

of this thesis, the researcher was introduced to the topic of employee wellbeing from 

the perspective of accounting and, more specifically, Human Capital Theory. When 

embarking upon the PhD, the original plan was to conduct exploratory research into 

what organisations were doing with regard to accounting for employee wellbeing. 

However, when the researcher began reviewing the literature135 and became more 

familiar with the field in general it became apparent that while a study of the sort 

noted above would be of value, one which addressed some of the more underpinning 

elementary issues in the field from a management perspective would be even more 

worthwhile. Attempts were made to incorporate an element of the accounting side of 

the story by asking some accounting-based questions in the interviews, however, the 

resulting data from these inquiries was very limited in terms of both breadth and 

depth of insights. The closest element of the resulting research to the original plan is 

the inclusion of the financial arguments with regard to return on investment present 

in the findings136, however, it is likely that these insights would have been gained 

regardless of whether the interview questions had retained the accounting element or 

not because, as can be seen from the findings chapter, this was a topic that 

interviewees were very keen to discuss, although only from a surface level 

perspective. The other remnants of the accounting influence in this study include the 

use of some papers in Chapter 3 Research Design: Methodology and Methods from 

the accounting discipline. The reason for their inclusion is that it is through these 

papers that the researcher originally developed an understanding of the topics 

covered in that chapter. Given the nature of the ideas discussed in Chapter 3, it made 

sense for the researcher to use familiar work to provide the basis for discussion 

around the researcher’s stance on the variety of issues underpinning the study. The 

                                                           
135 The diversity in the literature and the fact that it is made up of contributions from a wide range of 

disciplines meant that the researcher was exposed to a broad assortment of perspectives and ideas 

within the field from an early stage in the research process. 

 
136 Chapter 4, theme 4. 
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final, and perhaps most obvious, connection to the origins of this study is the 

inclusion of Human Capital Theory as one of the alternative theoretical perspectives 

employed in the analysis of the data. The inclusion of this perspective provided a 

range of valuable insights in the research.  

Overall, the PhD process has been an experience from which the researcher has 

learnt an incredible amount with regard to both the research process itself and to the 

topic at hand. The use of an abductive approach in particular was valuable from this 

perspective. The necessity of having to analyse the data in the study from different 

angles has allowed for a keen appreciation of the role and importance of theory in 

research. One of the other key learnings was the skill of finding a balance between 

the research being valuable not only from an academic perspective but also from a 

real-world perspective. To conclude this section, it is fair to say that the PhD process 

has been a challenging but rewarding journey both from an academic and a personal 

perspective and one from which learnings are likely to continue to be discovered for 

a long time into the future. 

 

7.8.2 Final Reflections  

 

This thesis began by highlighting that while absenteeism often takes centre stage 

when it comes to employee wellbeing, it is in fact just one element of a much more 

complex story with reductions in absenteeism likely to be linked to increases in 

presenteeism and leavism. Throughout this research, the need for these other aspects 

to be taken into account has been promoted. In relation to this, it is interesting to 

reconsider the following point raised by Hansen and Andersen (2008), as noted in 

Chapter 2. In previous generations, absenteeism was not a feature of working life and 

employees had little choice but to attend work unless they were so incapacitated that 

they had no option other than to remain at home, in which case they would pay the 

financial price. The current statistics in the area of employee wellbeing, which point 

to the idea that presenteeism and leavism are increasing as absenteeism reduces, 

suggest that employees feel once again that absenteeism is not a viable option in part 
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because of fears over job security137; this is a very unsettling situation to be in and 

one that requires immediate and serious action by all parties involved. 

The lack of interest from interviewees in presenteeism and leavism is therefore one 

of the most concerning findings of the research because it demonstrates that the 

organisations in question are not appreciating the full story when it comes to their 

own situation with regard to employee wellbeing. This is mirrored in the theoretical 

framework which has been developed in this study: it was decided that it was 

important for the framework to remain true to the data and therefore not include 

presenteeism or leavism138. 

Another finding to come out of the research, however, was a lack of interest in 

absenteeism itself139 alongside a lack of measurement of absence rates, which was 

unexpected given the literature on this topic (see, for example, CIPD, 2018, 2016). 

On a more positive note, this did appear to be an area which many of the 

interviewees were intent on improving, which itself suggests increased awareness of 

and interest in the area. 

In conflict with the lack of interest in absenteeism, presenteeism and leavism, is the 

level of interest that interviewees showed with regard to productivity. One of the 

sections of Chapter 5 in particular focused on this140 and highlighted the lack of 

rational thinking in the area that this conflict represented. One of the factors that 

makes this apparent contradiction even more interesting is that presenteeism is said 

to be costlier in terms of lost productivity overall than absenteeism (Hemp, 2004), so 

the almost complete lack of interest in it from interviewees is out of line with their 

strong interest in productivity. This, again, points to a lack of joined-up thinking in 

the area. 

                                                           
137 In addition, workloads can be so great that employees do not feel able to take time off because of 
worries about the amount of work they will return to. 
138 If presenteeism and leavism had been included despite their not being issues of interest to 

interviewees, it would not have been in keeping with this commitment. 

 
139 Although interest was still much higher than that interest in presenteeism or leavism. 

 
140 See section 5.4.2.4 
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In relation to this, one of the key contributions of the framework which has been 

created in this research is the fact that it can be used as a facilitatory tool in the 

development of individual business cases for employee wellbeing by organisations. 

Linked to this, is section 2.8. of the literature review in Chapter 2, which highlighted 

the importance of making this area more ‘real’ for organisations, and the progress 

which could result if this were to be achieved. One of the benefits of the framework 

created, is that it provides organisations with a way of seeing the interconnections of 

the field and also a template for them to better understand their own specific 

situations. There is however, somewhat of a catch 22 situation at play here in that 

organisations need to invest time and money into understanding what is going on 

more fully and yet it is only by having this more complete understanding in the first 

place that they can justify the investment of time and money. 

In relation to these points, subtheme 4.5.4 of Chapter 4 Findings, ‘Too Many 

Influences’, presents another of the important findings of the research. This section 

of the findings is important because it highlights one of the main reasons 

organisations use to justify not investing time and money in the management and 

promotion of employee wellbeing. It is interesting to note, however, when looking at 

the framework as a whole, that while the organisation does not have control over 

employee wellbeing entirely141, they can do a lot to influence it by actively managing 

the core organisational factors as well as by having carefully considered initiatives in 

place to help support employees in the form of specific wellbeing initiatives. The 

framework therefore demonstrates the amount of influence that organisations have 

upon the wellbeing of their employees and the benefits from a business perspective 

that can be achieved if they take action in this area. In relation to this, it is also hoped 

that the argument that ‘too many things influence employee wellbeing’ does not 

seem as compelling as it has in the past when considering the full picture as provided 

in the theoretical framework developed in this research.  

A further idea introduced at the beginning of this thesis, and discussed at various 

points throughout the research, is the shift which has taken place in recent decades in 

                                                           
141 There is, of course, no suggestion that an organisation should have complete control over the 

wellbeing of their employees. 
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the UK economy from a manufacturing-based economy to a service- and knowledge-

based one (Bakker and Demerouti, 2014; Cox and Jackson, 2006, Guthrie et al., 

2001). Research in the field highlights the related increases in psychological 

problems such as stress 142. In relation to this, one of the key advantages of the 

framework developed in this research is the combining of organisational and 

individual approaches or, in other words, support for the comprehensive approach. 

This approach is regarded as the most promising in general, however, with regard to 

stress in particular, this combined approach ensures that both the stressors (through 

Theme 1: Core Organisational Factors) and the stress response (through Theme 2: 

Specific Wellbeing Initiatives) are addressed, which ensures the maximum benefit 

for both the employee and the organisation in question.  

The inclusion of an organisational focus in addition to the individual focus is key in 

this research. This study provides support for the view that organisations have a 

responsibility for the wellbeing of their employees. This is not to suggest that they 

are entirely responsible, but rather that there is a balance of responsibility between 

the individual and the organisation. In connection with the ideas presented at the end 

of Chapter 2 regarding the responsibility of the organisation, it is argued that this 

study has provided support for the assertion that employee wellbeing is the 

responsibility of organisations, not only from an ethical perspective, but also from an 

economic perspective. In particular, this research supports the idea that the primary 

responsibility for business lies with the management of the core organisational 

factors143. 

The connections made in the framework developed in this research exist in every 

organisation in some form, regardless of whether employee wellbeing is a conscious 

consideration for an organisation or not, and therefore all companies should be taking 

action. This research supports the idea that positive steps taken with regard to the 

management and promotion of employee wellbeing at the level of the organisation 

have the potential to benefit both the company in question and also their employees. 

                                                           
 
142 Stress is regarded as one of the major psychological problems in this area (CIPD, 2018, 2016) 
143 Theme 1 
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The final point to make is that the management and promotion of employee 

wellbeing is incredibly important. It impacts everyone in society, either directly in 

the case of employees or indirectly in the case of their dependents. A lot of people 

spend a large proportion of their lives at work and it is therefore essential that all 

parties involved take responsibility for making the working experience a fulfilling 

one which promotes wellbeing as opposed to threatening it. With this in mind, this 

research has answered the call of Danna and Griffin (1999) for the creation of an 

overall framework in the area which has also incorporated the key issues that are 

particularly relevant today. The development of this framework makes a positive 

contribution to the field which it is hoped will encourage researchers and 

practitioners to support one another in working towards a solution to what is 

arguably one of the biggest issues of our time. 
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Appendix 2.1 Semi-Structured Interview Questions for Organisation 

Interviewees 

 

Interview Questions 

(Not all questions will be relevant to all participants, interviews are semi-structured 

to allow flexibility to follow up on interesting points which arise.) 

 

1. Could you give me a brief description of your role/the role of your department 

in the overall organisation? 

2. Can you explain the approach your organisation takes to managing the resource 

of people? 

3. Does your organisation collect data relating to employee wellbeing? (E.g. 

absence figures, presenteeism, voluntary resignations, ill-health retirements, 

occupational health referral times, time taken to return to work.) 

• Please explain what data is collected and for what purpose. 

4. Can you explain any work carried out in terms of talent management or 

employer branding within your organisation? 

5. Does your company have any employee wellbeing initiatives in place? (Does 

your organisation do anything to safeguard/promote the physical and/or mental 

wellbeing of its employees?) 

• If Yes, can you briefly explain what this involves? 

• If No, does your organisation have any plans to implement an initiative 

in the future? (Please explain your answer.) 

If answer to question 5 is ‘yes’ – continue with interview questions. If answer to 

question 5 is ‘no’ – skip to question 12. 

6. What prompted the decision to take ‘action’ in this area? (E.g. concerns 

regarding: absence rates/associated costs, external pressure, CSR, talent 

management/employer brand.) 
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7. Is the success of the initiative being evaluated? 

• How is it being evaluated and what department(s) is responsible for 

this?  

8. Do you/your department have any continuing role in terms of 

monitoring/evaluating, collecting/communicating information relating to the 

initiative? (please explain) 

9. Do you believe there has been sufficient communication throughout the 

organisation about the importance of employee wellbeing and the initiative that 

your company has implemented? 

10. Were employees at different levels of the organisation consulted during the 

planning stage of the wellbeing initiative? (Please explain your answer.) 

11. How willing are employees to take part in initiatives? (Please explain.) 

12.  Do you believe that employee wellbeing is embedded into organisational 

strategy?   

• Do you think the links between optimal employee wellbeing and 

competitive advantage/meeting business objectives have been explored 

within your company? (Please explain your answers.) 

13. Do you believe that employee wellbeing should be viewed as an organisational 

asset? (Please explain why/why not.) 

14. Do you think that employee wellbeing is something that should be accounted 

for? (Please explain why/why not.) 

15. What do you believe would have to change, internally and externally, for 

employee wellbeing to become more of a key consideration for companies? 

16. Is there anything further that you think is relevant to my study that you would 

like to share?  
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Appendix 2.2  Semi-Structured Interview Questions for Consulting Firm and 

Service Provider Interviewees 

 

Interview Questions 

(Not all questions will be relevant to all participants, interviews are semi-structured 

to allow flexibility to follow up on interesting points which arise.) 

Introductory/Background Questions: 

 

1. Can you please give a brief overview of your organisation including where 

possible: 

a. when and why your organisation began 

b. how your organisation has developed over time 

c. what your organisation does and how it does it. 

2. Can you explain your beliefs surrounding the importance of employee 

wellbeing and how you view this field to have developed in general over time? 

3. What motivates the companies you work with to have an interest in the 

wellbeing of their employees? (E.g. concerns over absences/presenteeism 

rates.) 

 

Principal Questions: 

 

4. When working with client organisations what individuals/departments do you 

usually communicate with within organisations? (E.g. top management, HR 

department, finance, etc.) 

5. In your experience do companies measure/keep track of issues relating to 

employee wellbeing? (E.g. absence rates/associated costs.) Do they do this to 

a high enough standard in order to fully understand what is going on within 

their organisation?  
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6. What measures, if any, do you think organisations should be keeping track of 

in this area and do you think this should be a mandatory requirement in the 

UK?   

7. Does your organisation conduct firm-specific evaluations of either a financial 

or non-financial nature for clients prior to implementing initiatives? If yes, 

could you please explain your approach. 

8. If your organisation: 

a. creates business cases for clients 

b. carries out return on investment (ROI) calculations  

c. evaluates the financial impact of wellbeing spend in other ways 

please describe and explain the approach taken and the importance of this in 

your overall business model.  

9. After conducting work with a client organisation do you carry out 

evaluations/follow ups? (If ‘yes’, please explain your answer.) 

10. Do you think that accounting/finance have a role to play in the area of 

employee wellbeing? (Please explain your answer.) 

11. In your experience, do you believe that employee wellbeing is something 

which is embedded within the organisational strategy of the companies you 

work with? 

 

Closing Questions: 

 

12. What do you think would need to change (both within companies and in 

society/the economy more generally) for employee wellbeing to become more 

of a key consideration for organisations?  

13. What do you think the future holds for the promotion of employee health and 

wellbeing? 
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14. Is there anything else that you would like to share that you think might be of 

relevance to this study?  
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Appendix 3.1 Ethics Form 1 

 

PARTICIPANT INFORMATION SHEET 

 

AN EXPLORATORY STUDY INTO THE PROMOTION OF EMPLOYEE 

WELLBEING 

 

INVITATION TO TAKE PART IN A RESEARCH STUDY 

You are being asked to take part in a research study, which is conducted by Miss Nicola 

Murray, a Ph.D student in Accounting and Finance from School of Business, 

University of Dundee. The study is supervised by Professor Robin Roslender and Dr. 

Elizabeth A. Monk.  

 

PURPOSE OF THE RESEARCH STUDY 

This study is exploratory in nature. Its aim is to gain an understanding of the promotion 

of employee wellbeing within UK companies. This includes the knowledge that 

participants have regarding the evaluation of initiatives in this area and the 

feasibility/potential which exists for successfully accounting for issues such as 

employee wellbeing. In addition, the views of members of employee wellbeing 

consulting firms will be sought in order to build a more complete understanding of the 

area of the promotion of employee wellbeing.  

 

TIME COMMITMENT 

This study will require you to take part in an interview, lasting no longer than one hour, 

with the researcher, Miss Nicola Murray. This may be conducted in person or over the 

telephone. The researcher will take notes during the interview and it will be recorded 

with your agreement. 

 

COST, REIMBURSEMENT AND COMPENSATION 

Your participation is voluntary. You will not receive any remuneration or reward for 

participating in this study. 
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RISKS 

There are no known risks for you in this study. 

 

TERMINATION OF PARTICIPATION 

You may decide to stop being a part of the research study at any time without 

explanation and without penalty.  

 

CONFIDENTIALITY/ANONYMITY 

As this is a comparative study some data will be collected for demographical analysis 

including: age; gender; position; work department; country; and nationality. The data 

will be seen only by the researchers and will not be made available to anyone else. The 

results will be published in the thesis and academic publications and no participants 

will be identifiable. All documents (paper and audio) will be kept for three years 

following the completion of the study after which time the files will be destroyed.  

 

FOR FURTHER INFORMATION ABOUT THIS RESEARCH STUDY 

Miss Nicola Murray will be glad to answer your questions about this study at any time. 

If you want to find out about the final results of this study, you should contact her: 

 Miss Nicola Murray 

 School of Business 

 University of Dundee 

 Nethergate, Dundee 

 Scotland, United Kingdom 

E-mail address: n.z.murray@dundee.ac.uk  

School Telephone Number: +44 (0)1382 384855 

 

You may also contact her supervisors Professor Robin Roslender 

(r.roslender@dundee.ac.uk) and Dr. Elizabeth A. Monk (e.a.monk@dundee.ac.uk). 

 

The University Research Ethics Committee of the University of Dundee has reviewed 

and approved this research study. 

mailto:e.a.monk@dundee.ac.uk
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Appendix 3.2 Ethics Form 2 

 

CONSENT FORM 

 

AN EXPLORATORY STUDY INTO THE PROMOTION OF EMPLOYEE  

WELLBEING 

 

This study is exploratory in nature. Its aim is to gain an understanding of the promotion 

of employee wellbeing within UK companies. This includes the knowledge that 

participants have regarding the evaluation of initiatives in this area and the 

feasibility/potential which exists for successfully accounting for issues such as 

employee wellbeing.    

 

By signing below you are indicating that you have read and understood the Participant 

Information Sheet and that you agree to take part in this research study.  

 

 

_________________________________   _________________ 

Participant’s signature     Date 

 

 

_________________________________ 

Participant’s name  

 

 

_________________________________  _________________ 

Signature of person obtaining consent  Date 

 

 

_______________________________    

Name of person obtaining consent   
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“I agree to the use of anonymous extracts from my interview 

in conference papers and academic publications”     YES        NO 

 

 

“I agree to the audio recording of the interview”      YES        NO
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