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Improving organisational outcomes by making people feel good

Summary

All organisations need an engaged and committed workforce to enable them to achieve their goals. This White Paper demonstrates the central role that psychological well-being plays in ensuring that people are ready and able to perform at a high level – and in turn, deliver better results. Large and well-conducted research studies conducted over the last five years or so have revealed that most important organisational outcomes, including performance and productivity, sickness-absence rates, customer satisfaction employee retention, learning and problem-solving (and even share prices) are linked to the psychological well-being of the workforce. 

The link between the levels of psychological well-being in the workforce and the outcomes is caused by a range of important factors. First, leaders and managers cannot introduce initiatives successfully without the collaboration of the workforce. The more enthusiastic and committed this collaboration, the more successful the interventions will be. People with higher levels of psychological well-being have a number of positive attributes, that are of critical importance in the workplace. They interpret events more positively, they deal with other people more constructively, they perform better at tasks, they react to positive and negative feedback more constructively and they learn and solve problems more effectively. It is difficult to think of another set of characteristics, apart from job-specific skills, that are more important to an organisation’s success. 


The central tenet of this paper is that it is impossible for a workforce with low levels of psychological well-being to have high levels of engagement. Psychological well-being provides the platform for an engaged, committed workforce and there is evidence for strong links between these attributes and productivity.
A key theme we explore is the importance of understanding the aspects of the workplace situation that enable and block high performance. Although certain stable personality factors are linked to the development and maintenance of high psychological well-being (i.e. some people are more positive, more resilient, etc. than others) the situation that people work in has a major impact. In turn, the leadership and management of the organisation has the main impact on the work situation – and hence on levels of psychological well-being in the workforce. By connecting an understanding of the workplace situation with the way the organisation is led, it’s possible to leverage the bottom-line benefits that are available when psychological well-being is high.
By making comparisons with established initiatives, such as leadership development and assessment processes, we show that investment in improving psychological well-being would provide comparable – or better - pay-off financially for organisations. The implication is that initiatives designed to enhance organisational outcomes through improving psychological well-being have the potential to provide additional competitive advantage for organisations.

The appendices to the paper give more information on the supporting research and an outline of the practical steps involved in improving psychological well-being and converting this into beneficial outcomes for the organisation.
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Key for outcomes for organisations

The main goal of commercial and public service organisations is to achieve the best possible results. The key to getting the best possible results lies with the organisation’s workforce. Successful organisations are good at directing and sustaining the energy of people who work within them – to produce results. 

Although it is results that count and provide the final test of success, organisations generally look for a wider range of key outcomes. In particular, they look for the following:

· High productivity 

· Low levels of sickness/absence

· High numbers and quality of applicants for jobs

· Retention of good people

· Excellent behaviour towards customers

· Good levels of organisational citizenship

· Effective learning and problem-solving

It is more or less self-evident that if an organisation can achieve all of the above it will be successful – as long as its strategic goals and mission are well-targeted. Conversely,
 any organisation that fails to achieve these, over any sustained period of time, will be under threat. The really successful organisations do well on all of the above requirements. For example, low levels of sickness/absence and good organisational citizenship, high productivity together with effective learning and problem-solving make it possible to deliver an impressive and consistent level of response to customers. The recruitment and retention of good people enables an organisation to build an experienced and effective workforce that compares well with the competition and provides competitive advantage. 

It makes sense, therefore, for all organisations to understand the causes and effects involved in producing these outcomes and for them to take all reasonable action to achieve and maintain them. 

At the heart of all of these initiatives is a requirement for the organisation to build a workforce that is highly engaged and working positively in ways that are aligned with the goals and mission of the organisation. It is clear that organisations increasingly recognise the importance of building a positive, engaged workforce and many are working hard to address a range of important factors. A recent survey by the Chartered Institute of Personnel and Development, for example, revealed talent management and retention as key business priorities, with over 90% of organisations recognising their importance to the bottom-line.

This paper shows how the organisations can achieve better results and competitive advantage on the key factors outlined earlier, by using the results of recent research findings in psychology to build (and sustain) an engaged, resilient and enthusiastic workforce, that will be better at delivering all of the key outcomes noted above.

Current frameworks and interventions

In practice, there is a limited range of things that organisations can do to achieve these outcomes. Broadly, all initiatives can be classified as: composition (the procedures used to recruit, select and place people into specific roles in the organisation); training and development (processes for learning and development) and situational engineering (e.g. the design of the work that people do, the structure and processes that operate in the organisation, the work environment - including less tangible factors such as culture and climate). Many organisations work hard on all of these categories – designing recruitment and selection processes to recruit the best talent, taking a strategic approach to identify training and development needs and aligning these with the strategic goals of the organisation and bringing expertise to bear on issues of work design, organisational structure, change management etc.

All of the approaches used by organisations are designed to build a workforce that is highly engaged and working positively towards their respective goals and missions. Several common approaches are currently used by organisations to build success. For example, performance management practices are often developed and managers in the organisation are trained and encouraged to put these into practice. Of course, performance management can work very effectively. There is a great deal of support to show that empoyees who are clear about their goals and receive plentiful feedback on progress are more effective. But care is needed in applying performance management processes to achieve high levels of performance. Heavier and more forceful levels of performance management can cause negative reactions from employees. Recent high profile legal cases have also established, quite clearly, that employers are  liable for the bad behaviour of employees towards each other – and will not be excused even if they have tried to train people to behave differently.

Another interesting example of an intervention designed to improve organisational outcomes (in this case levels of sickness/absence) is attendance management. The processes used to manage attendance (return to work  interviews etc.) can bring about reductions in rates of sickness/absence. But without further follow-up work the causes of sickness/absence will not be tackled. When implemented properly, attendance management processes should also provide some information about the underlying causes of sickness absence. To sustain reduced levels of sickness absence, without resorting to firmer and firmer attendance management practices (likely to eventually produce adverse reactions) the underlying reasons have to be identified and tackled.

These examples illustrate two key points. 

· The first of these points concerns the central role of the line manager in building and sustaining an engaged and enthusiastic workforce. 
· The second point is that management processes, intended to ensure that employees behaviour is aligned with the goals of the organisation, are limited by the reactions that they produce from the workforce. This second point reinforces the central issue in this paper – that organisations need an engaged and positive approach from their people, otherwise changes and other interventions, whatever they are intended to achieve, will not produce a positive reaction from the workforce – and will therefore be less effective. 

Organisations want an engaged workforce – what is it that employees want? 

There is a very simple answer to this question. What employees (and indeed all people) want is to feel good. All theories of motivation at their heart have the individual being motivated to feel better. Of course circumstances, background factors, personal history and many other factors mean that exactly what will make one person feel good at any particular moment is quite individual and specific. For one person, at any given time, acquiring a minimal amount of money could give a big psychological high – for another, giving away a large sum of money could have the same effect, but essentially, the key motivator is the same for all of us - to feel good. When people feel good it is fundamentally because they have a sense of psychological well-being (PWB) and therefore this goal of feeling good, will be referred to as PWB in the remainder of this paper.

In an organisation where people are committed, engaged and enthusiastic, the behaviour required by the organisation and the things that make people feel good (i.e. enhance PWB) coincide. Building a committed and engaged workforce involves using management behaviours, organisational processes and work practices that enhance and sustain PWB, and, most important of all, are not damaging to PWB. 

PWB is THE central motivational goal for people. This means that organisations need to find ways of enabling employees to enhance psychological well-being – directly though the work that they do. It is important to emphasise that humans do NOT derive high levels of PWB when there is an absence of goals, achievement and striving. In other words people do not experience PWB when they are not challenged. Obviously, it’s nice from time to time to put one’s feet up and completely relax. But this is not how most people want to spend their lives – it does not deliver enough “feel good”. Actually, people feel at their best after the achievement of a significant challenge – for example, consider the high that comes after reaching a difficult goal. People benefit from measured degrees of challenge and from achieving goals that they think are important. Workplaces are potentially very good places for providing the challenge and the feelings of achievement that go with them. The most successful psychological theory of motivation, goal-setting theory gives convincing support to this view. If goals are set under conditions where people are committed to them (e.g. through a participative goal-setting process) the most effective goals are hard and challenging, rather than easy. There is a great deal of evidence that the achievement of goals alone (without extrinsic monetary reward) is extremely psychologically rewarding for people. The harder the goal, (as long as it is not impossible) the better the feeling. Of course, if goals are impossible, muddled or not valued, people react in a very different way. This is where management and organisational processes should be working positively to enhance PWB, or can end up being actively pitted against people’s efforts to achieve PWB.

People with high levels of PWB do not just feel better – they behave better as well. 

Why PWB matters

So PWB is important for employees. But it is, in fact, even more important for employers and organisations. There are four main reasons for this. 


1. The first reason has been explained above. If PWB is the main motivational force for employees, the processes and systems of an organisation need to work in ways that enable employees’ PWB to be sustained. The processes of goal setting and the provision of clear and rewarding feedback are good examples of important areas where organisations can leverage the benefits of PWB. 


2. The second reason is that PWB in itself is associated with a number of highly desirable characteristics. For example, people with lower levels of psychological well-being are more likely to see ambiguous events as threatening. This can mean that when change is taking place, it will immediately be seen as negative and threatening by people with lower levels of PWB. Evidence also shows that unfavourable feedback is seen by those lower on PWB, as more hurtful, and that favourable feedback produces fewer benefits. People lower on PWB also use more contentious interpersonal tactics. In short, people with higher levels of PWB learn and problem solve more effectively, are more enthusiastic about change, relate to others more positively and accept change more readily. It is difficult to think of another set of characteristics, apart from job-specific skills, that are more important to an organisation’s success. 

3. The third reason is that PWB is dynamic. It ebbs and flows. Most researchers who study PWB acknowledge that PWB is not fixed and stable. It can be enhanced or it can be damaged as time passes. People have a reservoir of PWB. Events and relationships that damage PWB, or call on people to use up their reserves of PWB, are damaging. Of course some people are more resilient than others, and people’s PWB is damaged or enhanced by different things. But no one can go on for too long without replenishing their reservoir. 

4. A final reason, perhaps the most compelling, is that the research evidence shows that when people are higher on PWB their organisations do better. PWB delivers direct benefits. See Appendix One for a summary of the key research evidence.
The benefits of PWB

PWB plays a central role in delivering most of the important outcomes that are associated with successful, high performing organisations. Individuals who are high on psychological well-being have a number of advantages as leaders, managers and employees. Research has shown that almost 25% of the variance in reported levels of productivity is predicted by PWB (along with the perceived commitment of the organisation to the employee and resources and communication, which are also important factors in sustaining PWB). In one study, data from nearly 8,000 separate business units in 36 companies were analysed and revealed  that  engagement/well-being was linked to business unit performance, predicting customer satisfaction, productivity, profitability, employee turnover, sickness/absence levels and other key business unit outcomes. In another study, conducted over a five year period PWB was strongly linked with the levels of performance of people in the sample studied.

PWB is the platform for low rates of sickness/absence, optimal levels of employee turnover and high productivity. Furthermore, from a talent management perspective, an organisation with a reputation for PWB amongst its workforce is also more likely to be able to attract the best from the talent pool of potential employees, as people are increasingly seeing PWB and work-life balance as being equally important factors as economic reward.

It is also clear, from even a cursory review of current political and business leaders, that there is strong and growing recognition that, above all else, people want to be happy! Although economic and material factors will always be attractive to people, especially when people are making comparative judgements PWB is increasingly a factor to be evaluated, in its own right, alongside material and economic ones, in ways that previous generations have never done. Organisations and leaders that ignore this growing trend will increasingly be out of step with their workforces. 

As emphasised earlier, it is important to stress that PWB comes from achievement not sloth. The view of PWB in an organisational setting that we advocate involves providing people with a level of challenge that enables them to experience achievement, not simply inventing one pointless “happy-clappy” event after another to try to make people more committed. PWB is much deeper than this and will not be influenced by schemes to make people bond and relate to each other in a setting that fits with the organiser’s idea of having a good time.

Figure 1 provides a summary diagram showing the role of PWB in supporting levels of engagement and an indication of the key sources of pressure that can damage the PWB reservoir. The diagram also indicates some of the core organisational processes that need to be working to support and enhance PWB, rather than conflicting with it. As the diagram shows, developing high levels of PWB and engagement in the workforce ensures a state of “people readiness” – readiness to cope with change, to perform at higher levels – to do whatever it takes to reach the strategic goals of the organisation. 
Figure 1 introduces a new factor into the argument – the leadership and management actions required to achieve the organisation’s strategic goals. These actions cover a range of approaches and relate to the priorities for the organisation, whether this is to bring about major changes, increase performance and productivity, improve the attachment of employees to the organisation, or some combination of these things. The strategic focus and the actions required in any specific organisation will depend on strategic goals, history, culture and a number of other factors. The important point is that the leadership and management actions are critical to the success of the organisation. These actions are important because improved engagement underpinned by high levels of PWB will not automatically bring about desired outcomes. These factors do provide an essential platform for the managers and leaders of the organisation to improve organisational performance and they will make employees at all levels much more responsive to improvement opportunities, but they cannot magically bring about improvements themselves. The management and leadership of any organisation are critical to its success and it is important to recognise that effective leadership and management involves building and supporting key actions, focused on the organisation strategic goals. These are the ingredients that will actually bring about improved organisational  performance. 

When researchers and practitioners comment on shortcomings in organisational performance, leadership and management is identified more often than anything else as the key factor. To be effective in their own roles, leaders and managers must understand  how they can build PWB and engagement in their workforces. This goes beyond understanding the factors that need to be addressed to maintain or improve PWB and engagement it also involves raising self-awareness and providing leaders with a clear view of their own impact on the members of their workgroup(s).

Figure 1 Benefits from PWB













Organisational processes and PWB

There are two major ways of maximising PWB through key organisational processes. 

The first of these involves focusing on the behaviour of the line managers and leaders in the organisation. The line manager relationship is the most important for anyone in an organisation. When people leave an organisation over one third cite their line manager as a key reason for wanting to leave. The line manager is the link between the goals and mission of the organisation and the day to day behaviour of the employee.  As far as PWB is concerned, the core issue in this relationship is the success of the manager in managing the extent to which the employee is challenged and supported. Feeling suitably challenged and being able to reach goals is a critical factor in building PWB and self confidence, both within the workplace and elsewhere. However, when challenge is too great, or the goals are really unachievable people need support. Balancing challenge and support is a key, and perhaps the most important, managerial skill. 

The second major way in which organisational processes can build PWB is to ensure, as far as possible, that when employees have to make decisions or commit high degrees of effort the choice that will maximise PWB is also the choice that is in the best interests of the organisation. If the consequences of a decision damage or deplete the employee’s reservoir of PWB in some way employees will find it more difficult to take that decision. Similarly, people will choose to commit effort to a PWB-rewarding task in preference to one that damages PWB. Congruence between the behaviours that the organisation requires and the behaviours that enhance PWB creates a virtuous cycle that enhances PWB as it improves the success of the organisation. 

Approaches for monitoring and enhancing PWB in organisations are covered in Appendix 2.
Quantifying the benefits of PWB

Low levels of psychological well-being are damaging for individuals and organisations. As already shown, psychological well-being is important for people’s overall happiness and is the basis for a range of positive behaviours, including how people behave towards others, levels of confidence, problem-solving ability, mental strength and resilience. Damage to psychological well-being occurs when people are living or working (or both) in a situation that does not allow the PWB reservoir to be maintained and topped up. When PWB is high it will produce individual and organisational benefits. These benefits are closely connected. People who feel good, have a positive approach to things and see change and challenge as positive things are happier and better-adjusted individuals. They also make stronger contributions to their workplaces, leading to better organisational outcomes such as: low levels of sickness-absence; lower employee turnover; higher customer satisfaction; better performance and productivity.

Because the statistical relationships between PWB and the key organisational outcomes  are becoming clear it is possible to estimate the impact that PWB has on the outcomes.

For example, the correlation between PWB and work performance is between 0.3 and 0.4. To provide a benchmark for the size of effect involved here, consider the impact of leadership development on leader performance, or the strength of the correlation between assessment of performance in a selection process and actual levels of work performance. Both of these are a similar order of magnitude (i.e. correlations of between 0.3 and 0.4). Consider how much organisations currently spend on leadership development and assessment processes. It is likely that investment in improving PWB would provide just as much pay off, but for much less cost. Table 1 shows how the benefits from an Assessment centre (AC) are broadly comparable with the benefits of improving PWB.

Table 1 Benefits from Assessment centres and PWB compared (based on correlations with performance of 0.3 for both AC scores and PWB scores)

	
	Proportion of high performers
	Proportion of average and low performers

	Low PWB
	35
	65

	High PWB
	65
	35

	Low score on AC
	35
	65

	High score on AC
	65
	35


Of course, the benefits of assessment centres apply only to people who have been selected using this approach; whereas the benefits of improved PWB could be obtained for the whole workforce.

Researchers have developed various processes for estimating the benefits of interventions and it is relatively easy to apply these established methods to PWB. 

In simple terms, with a correlation of 0.33, an increase in PWB of 1 standard deviation would produce an improvement in performance of about 1/3rd of a standard deviation. This improvement would move someone from being an average performer  to being in the top 40% of performers.

Improvements in PWB can bring competitive advantage. An illustration of the benefits is given below. In this illustration, an organisation with 200 people has 50% of its people  (i.e. 100) classified as high performers and 50%  classified as low performers. PWB is also evenly split, with half of the workforce high on PWB and half low on PWB. With a correlation of PWB with performance of 0.3 (a value that would be expected based on the research evidence), the initial organisational situation could be described by the figures in the table below. 

	
	Low performance
	High performance
	Totals

	High PWB
	35
	65
	100

	Low PWB
	65
	35
	100

	Totals
	100
	100
	200


The  workforce of 200 has 65 people who are high on both performance and PWB – there are also 35 people who are high performers but low on PWB – this reflects the fact that, although there is a link between PWB and performance the relationship is not perfect - just like the link between assessment centre performance and subsequent work performance. An intervention that improved the average level of PWB for the whole workforce would move some people from the low to the high PWB group. For example, the intervention could improve PWB so that another 20% of the workforce had high levels of PWB. In turn, because of the link between PWB and performance this would create higher levels of performance for the workforce as a whole. In fact, with 20% more people in the high PWB group there would be an extra16 high performers. The changes are shown in the table below.

	
	Low performance
	High performance
	Totals

	High PWB
	45
	95
	140

	Low PWB
	39
	21
	60

	Totals
	84
	116
	200


As this case illustrates, the changes in PWB would pay off for the organisation in terms of better performance. The example above has focused on performance; in practice, of course, the changes in PWB also would be likely to have an impact on other key outcomes, such as sickness-absence, employee recruitment, employee turnover and customer satisfaction. 

PWB - the positive approach to better organisational performance

Psychological well-being is the platform for low rates of sickness absence, optimal levels of employee turnover and high productivity. It is worth emphasising that the general reaction of employees to a PWB initiative is likely to be positive – because the aim is to make them feel good at work. This is very different to some other types of initiatives that are designed to improve organisational performance and which often elicit more guarded, or even actively negative, reactions. This is another facet of the benefits associated with pursuing a PWB approach. 

Appendices

Appendix 1 The research evidence 

Appendix 2 Actions and solutions 

Appendix 1 The Research Evidence 
Psychologists and practitioners have taken an interest for many years in emotional and attitudinal indicators such as job satisfaction, organisational commitment – and more recently engagement. There is a recognition that these factors are important in the overall motivation and productivity levels of the workforce, but no single factor has been acknowledged as the core driver. Evidence from psychological research, social norms and changing value frameworks supports the primacy of PWB being as the core factor that organisations need to nurture in their workforce.

There is a large amount of evidence from the academic research to support the idea that if organisations nurture psychological well-being (PWB) in their workforce it will bring tangible bottom-line benefits.

At the Individual Level

Research has established that PWB is directly correlated with performance (Wright and Cropanzano, 2004) – so people with higher levels of PWB will perform better than those with lower PWB. 
In addition, researchers have shown that people with lower levels of PWB are more likely to see neutral or ambiguous events as threatening (Seidlitz and Diener,1993; Seidlitz et al., 1997) which is likely to cause problems in an organisational setting where change is taking place. Further evidence shows that negative feedback is seen as more hurtful by people with lower PWB and positive feedback produces fewer benefits for them. People with lower PWB also use more contentious interpersonal tactics (e.g. Larsen and Ketelar, 1991; Derryberry and Read, 1994). 
In terms of productivity, as well as the above research by Cropanzano and Wright linking PWB with performance, Donald et al., (2005) found that almost 25% of the variance in reported levels of productivity was predicted by PWB, the perceived commitment of the organisation to the employee and the availability of resources and communication to employees.

At the Organisational Level

A study by Harter, Schmidt and Hayes (2002) has shown that well-being plays a central role in delivering most of the important outcomes that are associated with successful organisations. Data from nearly 8,000 separate business units in 36 companies were analysed and revealed that engagement/well-being was linked to business unit performance, predicting customer satisfaction, productivity, profitability, employee turnover and sickness absence levels. Using a sample of business units this large provides conclusive evidence that if you provide a sense of well-being and engagement to staff, along with a sense of purpose, the positive outcomes will follow. 
Key findings from the field of Positive Psychology have informed the Robertson Cooper approach (e.g. Fredrickson, 1998; Fredrickson and Joiner, 2002; Seligman et al., 2005). The development of PWB is dependent on having an overall “sense of purpose” that gives direction and meaning to people’s actions. This is why it is important to focus on the area of leadership when trying to instil a sense of PWB, as organisational leaders have the primary responsibility for providing this sense of purpose and direction for the workforce. 
References
Cropanzano, R. and Wright, T.A. (2001). When a “happy” worker is really a “productive” worker: A review and refinement of the happy-productive worker thesis. Consulting Psychology Journal: Practice and Research, 53, 182-199.

Cropanzano, R. and Wright, T.A. (1999). A 5-year study of change in the relationship between well-being and performance. Consulting Psychology Journal: Practice and Research, 51, 252-265.

Donald, I., Taylor, P., Johnson, S., Cooper, C., Cartwright, S. & Robertson, S. (2005). Work environments, stress and productivity: An examination using ASSET. International Journal of Stress Management, 12, 409-423.

Fredrickson, B.L. (1998) What good are positive emotions? Review of General Psychology, 2, 300-319.

Fredrickson, B.L. and Joiner, T. Positive emotions trigger upward spirals toward emotional well-being. Psychological Science, 13, 172-175.

Derryberry, D., and Read, M., A. (1994). Temperament and attention: orienting toward and away from positive and negative signals. Journal of Personality and Social Psychology, 68, 1128-1139.

Faragher, E.B., Cooper, C.L. and Cartwright, S. (2004) A shortened stress evaluation tool (ASSET). Stress and Health, 20, 189-201.

 

Harter, J., K, Schmidt, F.L. and Hayes, T., L. (2002). Business unit level outcomes between employee satisfaction, employee engagement and business outcomes: A meta-analysis. Journal of Applied Psychology, 87, 268-279.

Larsen, R., J. and Ketelar, T. (1991). Personality and susceptibility to positive and negative emotional states. Journal of Personality and Social Psychology, 61, 132-140.

Lawler, E.E., Mohrman, S.A. and Ledford, G.E. (1998) Strategies for high-performance organisations: Employee involvement, TQM and reengineering programs in Fortune 500 corporations. San Francisco: Josey-Bass.


Locke, E.A. and Latham, G.P. (1990) A theory of Goal-setting and Task Performance. Englewood Cliffs, New Jersey: Prentice Hall

Schneider, B., Hanges, P.J., Smith, D.B., and Salvaggio, A.N. (2003) Which comes first: Employee attitudes or organizational financial and market performance? Journal of Applied Psychology, 88, 836-851.

Seidlitz, L. and Diener, E. (1993). Memory for positive versus negative events: Theories for the differences between happy and unhappy persons. Journal of Personality and Social Psychology, 64, 654-664.

Seidlitz, L., Wyer, R.S. and Diener, E. (1997). Cognitive correlates of subjective well-being: The processing of valenced life events by happy and unhappy persons. Journal of Research in Personality, 31, 240-256.

Seligman, M.E.P., Steen, T.A., Park, N. Petersen, C. (2005) Positive Psychology Progress: Empirical Validation of Interventions. American Psychologist, 60, 410-421.
Terry,D. and Jimmieson, N., L. (2001) Work control and Employee well-being: A decade Review. In Cooper, C. L. and Robertson, I., T. (Eds)  Well-being in Organisations, Chichester, UK, John Wiley & Sons Ltd.

Watson, D., Clark, L. A., and Tellegen, A. (1988). Development and validation of a brief measure of positive and negative affect: The PANAS Scales. Journal of Personality and Social Psychology, 54, 1063-1070.
Wright, T.A. and Cropanzano, R. (2004). Psychological well-being and job satisfaction as predictors of job performance.  Journal of Occupational Health Psychology. 5, 84-94.





The diagram above outlines the Robertson Cooper approach to enhancing and sustaining high levels of psychological well-being. The starting point for the process is a to identify the business level outcomes that the organisation is seeking to improve, while getting a clear view of the metrics that can be used to monitor success.  In order to develop effective strategies for delivering key organisational outcomes through PWB organisations need to be able to monitor levels of PWB and to have a clear grasp of the key factors that are influencing PWB. Robertson Cooper Ltd has developed a specific tool (ASSET) for monitoring PWB and for evaluating the factors that determine levels of PWB within an organisation.

Figure 2 shows the core components of ASSET

Figure 2 Core components of ASSET





*Not assessed directly in ASSET

ASSET is a short online tool that can be used across the whole organisation. ASSET has already been used with over 50,000 people and there is an extensive , normative database to enable clear comparisons to be made.

The results from an ASSET audit provide the starting point for strategies to gain benefits through PWB.

ASSET is NOT a standard organisational survey. The key distinguishing features are the focus on PWB as a core construct and the focus on key factors that sustain or damage PWB. This White Paper is based on the positive benefits that high levels of PWB bring to an organisation. In order to realise these benefits organisations must be bold enough to monitor, understand and then remove the negative factors that can damage PWB as well as focus on the positive factors that will help to grow and sustain PWB. Although there is benefit in monitoring positive factors such as employee engagement (and these are  covered by ASSET) gaining a view current levels of engagement etc. does not provide the organisation with a basis for focused action. It is essential to assess “actionable” factors – i.e. factors that are known to influence levels of engagement and well-being. Only then can a coherent strategy be developed.  

As already explained the PWB reservoir can be damaged or replenished, depending on the way an organisation treats its people. Management and leadership practices are particularly important in this regard.

One of the most significant influences on people’s  experiences and reactions to an organisation is the leader/manager. Because of the key role that managers and leaders play,  Robertson Cooper Ltd has developed a tool specifically to enable leaders to understand, manage and improve the impact that they have on the levels of PWB and engagement in their workforce.

Uniquely, Robertson Cooper has also developed and implemented Vector Analysis, a leading edge tool that enables the organisations and its leaders to see precisely how managers (individually and collectively) need to act to get the best out of the workforce. A method for monitoring the impact of leadership and management initiatives is designed in to the Vector Analysis process.

ASSET, Leadership Impact and the Vector Analysis process can be used with a wide or narrow focus in an organisation – depending on the goals. Wide focus use could include using ASSET across the whole organisation and in a controlled way rolling out the use of Leadership Impact and Vector Analysis across the whole organisation. Narrow focus could concentrate on specific units our groups – or specific cohorts of managers.

Whether a narrow or wide focus approach is adopted the outcome will equip the organisation to identify and carry out actions to improve people readiness and work towards the goals identified at the first stage of the process. Broadly, the actions may be placed into one of three major categories: workforce composition; redesign of the situations that people work in; or people development. Robertson Cooper can offer advice and supporting tools in all three areas.  

Aim: To improve PWB because it delivers most of the important outcomes that are associated with successful, high performing organisations.
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Management and leadership (balancing challenge and support)�Feedback and recognition�Commitment of organisation


�














Engagement


Sense of purpose











PWB reservoir





Change�Organisational and individual change





Attachment�Attendance�Attraction and retention of talent





Performance and productivity


Learning and problem-solving�Higher performance and efficiency��Organisational-level outcomes�Customer satisfaction


Market position and reputation�Share price





Sources of pressure on PWB & engagement�Control & autonomy


Overload


Resources and communication


Work relationships


Pay & benefits


Work-life balance









































Appendix 2 Actions and Solutions 





Establish key metrics for monitoring success 


e.g. Sickness-absence rates, customer satisfaction, productivity











Leadership diagnostics – Leadership Impact





Improved productivity and performance


Improved profits


Increased attraction and retention of the best staff


Improved customer satisfaction


More effective learning and problem-solving


Lower levels of sickness absence 


Improved citizenship








Culture change





E.g. People Development, work redesign, workforce composition





Improved PWB





Outcomes





Making changes to improve PWB





Bringing leaders and the organisation together – Vector Analysis





Organisational diagnostics - ASSET





Interventions





Measurable business-level benefits





Understand the Impact of 


leadership behaviour 


on people working in the organisation 








Measure impact of leaders





Identify barriers to PWB








Identify enablers of PWB
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