
Wellbeing At Work

Sharon De Mascia

Cognoscenti Business Psychologists Ltd



Wellbeing at Work

• Cognoscenti are experts in:

– Wellbeing 

– Change Management

– Leadership/Entrepreneurship

– Executive Coaching/Assessment

• A Cognoscenti Publication



What We are Going to  Cover

• What is Wellbeing?

• Why does it Matter?

• What factors contribute to it?

• Managing Wellbeing

• A Case Study of Improving 

Wellbeing

• Whose responsibility is it?



What is Wellbeing at Work?

• Creating an environment to 

promote a state of 

contentment which allows an 

employee to flourish and 

achieve their full potential for 

the benefit of themselves and 

their organisation. (CIPD)

• Well-being is a broad bio-

psycho-social construct that 

includes physical, mental and 

social health. 



Why Does Wellbeing at Work Matter?

£8.4 billion

£15.1 billion

£2.4 billion

sickness absence

reduced productivity at work

staff turnover



Presenteeism

• When someone is ill but 

remains in work as 

opposed to taking 

sickness absence

• Presenteeism increases when 

jobs are at risk

• It is more common amongst 

white collar workers

• Mental health problems are 

more likely to manifest as 

depression

• Presenteeism leads to low 

morale and low engagement



Relationship Between Absenteeism and Presenteeism

• Presenteeism is sometimes 

viewed as a good thing

• Presenteeism can be  a 

predictor of absenteeism

• Both are symptoms of ill 

health within the organisation

• Both affect productivity



Why Does Wellbeing at Work Matter?

• There has been a 41% rise in 

reported mental health 

problems (such as anxiety and 

depression) among 

employees in the past 12 

months (CIPD 2016)

• The research shows that work 

is becoming more intense with 

greater workloads and 

pressures (CIPD 2014)



The Good News

• A wealth of evidence’ 
suggesting a positive link 
between wellness 
programmes and improved 
business performance (Price 
Waterhouse 2008)

• Organisations who invest in 
wellbeing can save up to 30% 
of the costs that we just 
looked at (Sainsbury Centre for Mental 
Health 2007)



Wellbeing is About Psychosocial Factors

• Well-being at work is not just 

about managing a physical 

and cultural environment to 

avoid causing harm to 

employees. It requires 

organisations to actively assist 

people to maximise their 

physical and mental health. 

• Organisations need to 

understand wellbeing



The Pressure Performance Curve

• Robertson & Cooper



The Relationship Between Stress and Mental Health 
Conditions

• Stress is not a mental health 

condition

• Stress is a response to 

situation or perceived situation

• Evolutionary strategy

• Mental health conditions are 

diagnosed MEDICAL 

conditions

• Prolonged exposure to stress 

can lead to mental health 

conditions

www.cognoscenti.uk.com, 2016



The Impact of Stress and Mental Health Conditions

• Feeling Overwhelmed

• Feeling Fatigued

• Impaired Decision Making

• Impaired Long Term Memory

• Irritated/Less Patient

• Reduced Efficiency

• Selective Attention

• Higher Accident Rates

• Low Mood

• Not Sleeping Well

• Aches and Pains

• Lower Confidence Levels



Wellbeing is About Organisational Performance.

High Levels 
of Wellbeing

Higher 
Engagement

Higher 
Productivity



Psychosocial Factors Impacting on Wellbeing

• Organisations are good at identifying physical risks to 

health

Wellbeing

Workplace 
Pressures
Demands

Relationships
Control

Role
Change
Support

Individual 
Factors
Personality
Gender
Social 
Circumstances
Family
Physical Health



Workplace Pressures

•Better Individual wellbeing

• Lower sickness 
absence/preseenteism

Demands

Relationships

Control

•Better organizational 
outcomes

•Higher productivity

Role

Change

Support



Exercise 1: Work Place Pressures

•Demands – workload, work 

demands

•Control – how much say the 

person has in the way they do 

their work.

•Support - encouragement, 

sponsorship and resources 

provided by the organization,.

•Relationships – Promoting 

positive working and avoiding 

conflict.

•Role – whether people 

understand their role 

•Change – how organizational 

change is managed and 

communicated

http://www.hse.gov.uk/stress/standards/demands.htm
http://www.hse.gov.uk/stress/standards/control.htm
http://www.hse.gov.uk/stress/standards/support.htm
http://www.hse.gov.uk/stress/standards/relationships.htm
http://www.hse.gov.uk/stress/standards/role.htm
http://www.hse.gov.uk/stress/standards/change.htm


Individual Factors

• Personality

• Gender

• Social Circumstances

• Family

• Physical Health

• Financial Issues

• Can be related to work issues

• Have the same impact as 
work-related pressures



Managing Wellbeing

Wellbeing

Engaging 
Work

Physical 
Health

Mental 
Health

Supportive 
Environment

1, Wellbeing should be an 

integral part of the Culture and 

Championed from the top.

2, Psychosocial risk 

assessments need to be carried 

out

3, You need to decide which 

levels of intervention you can 

work on



1,Engaging The Senior Team in Wellbeing

Money Talks- build a business 
case showing impact on the 
bottom line

Be specific about how you are 
going to improve wellbeing

Tell them how you are going to 
measure the improvement

Work collaboratively with OH, 
HR etc. to embed wellbeing in 
the culture of the organisation



2, Assessing Psychosocial Risk Factors

• Workplace Pressure Focus 
Groups

• Outputs from Stress Audits

• Sickness Absence data

• Any Presenteeism data 

• Staff Attitude/Engagement 
Surveys

• Grievance and disciplinary 
information

• Turnover figures

• Exit interviews



3 Levels of Intervention

Primary 

• Dealing With The Stressors

• e.g. Policies, Work Planning, Work Life Balance

Secondary

• Helping People to Cope

• e.g. Emotional Resilience training, Healthy Lifestyle Programmes

Tertiary

• Putting Remedial Measures in Place

• e.g. EAP, Counselling, CBT



Possible Secondary Level Interventions

• Mindfulness

• Emotional Resilience Training

• Stress Management

• Mental health training for 

managers

• Mental health Awareness 

training for staff

• Physical Exercise

• Healthy Eating

• Financial advice

• Support for Carers



Possible Primary Level Interventions

• Minimising the negative impact 
of HR policies 

• Promoting good leadership 
styles

• Positively influencing working 
practices/workloads

• Creating an organisational 
culture that facilitates social 
justice 

• Making people feel valued

• Offering work flexibility

• Asking the question of every 
organisational change “What 
impact will it have on staff 
wellbeing?”

• Making work meaningful

• Promoting social cohesion

• Including Primary level 
interventions much more 
effective



Exercise 2: Which Level of Wellbeing Interventions 
are you Currently Offering?

Discuss on your tables



A Case Study of Wellbeing in Santander

• High (and increasing) stress 

levels

• Higher absenteeism

• Higher turnover

• Reduced productivity

• Worsening relationships



A Case Study of Wellbeing in Santander

Primary Level 
Interventions

• All Departments 
reviewed against 6 
workplace pressures 
using RAG rating

• Improvement targets 
set for all managers

• A Wellbeing 
Questionnaire

Secondary 
Interventions

• Keeping Pressure 
Positive training for 
managers

• Managers trained in 
early intervention

• Training Regional 
managers to be 
Mental Health 
Champions

Tertiary Interventions

• EAP



The Role of H&S in Wellbeing

• Traditional H&S services have 

changed considerably in the 

past 10 years,

• Exposure to harmful agents at 

work have been minimised

• Musculoskeletal disorders and 

common mental health 

problems now dominate work-

related ill health, 

• The work of H&S 

professionals is evolving in 

line with the new world of 

work.

• Wellbeing, in many 

organisations, is moving from 

HR to H&S



Exercise 3:Should H&S be Responsible for 
Wellbeing?

• A Great Opportunity for the 

Profession?

• A Bridge too far?



Cognoscenti Business Psychologists  Ltd

• Leave your email for a copy of 
our article “Improving Health 
and Safety Through Emotional 
Resilience”

• Contact us for a free, no-
obligation discussion about 
wellbeing.

• Follow us on:

Twitter   : @sharondemascia

LinkedIn:  sharondemascia

Facebook:cognoscentibusiness
psychologists

• Sign up for our monthly emailer: 
‘Putting Psychology to Work’ 
http://cognoscenti.uk.com/about-
us/

• Book to be Published 2017

“Wellbeing is not a Bowl of 
Cherries” by, Sharon De Mascia. 
B.A, (Hons), MSc, M.A, Dip TM, AFBPsS, 
MCIPD, Cpsychol.


