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In 2020, the COVID-19 pandemic drastically changed the landscape of work when many in-person 
workers switched to remote work arrangements and frontline workers began working under more difficult 
conditions. According to researchers, the pandemic exacerbated existing stressors and inequalities for 
workers (Nieuwenhuis & Yerkes, 2021). On top of the increase in stressors, people had less time for 
personal well-being care and a greater need for it than ever. To counter the increase in stress and limited 
time for well-being activities, we propose that individuals and organizations will be successful in addressing 
employees’ well-being needs by infusing well-being directly in the flow of work.

The flow of work includes each interaction employees have with their company, leaders, managers, 
the people they work with, policies and tools they use. Infusing well-being in the flow of work involves 
designing the flow of work around employee experience to improve employee well-being, work 
performance and employee productivity. Well-being, which Limeade defines as a combination of feeling 
good and living with purpose (Hamill, et al., 2020), occurs when people experience positive feelings and life 
conditions that enable them to thrive and reach their potential (Charie et al., 2018). Investing in well-being 
at work can help employees gain and maintain their energy while enhancing positive impacts of work on life 
outside of work. According to Limeade research, increased organizational care positively impacts employee 
well-being as well as business results (Limeade Institute, 2019).

Introduction

The “flow of work” refers to all the interactions and behaviors  
that employees engage in throughout their workday.
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In practice, well-being in the flow of work enables employees to find moments throughout their workday 
to engage in activities that support their well-being. The path to well-being in the flow of work can look 
different depending on the organization and team; however, the goal of supporting well-being remains 
the same. In the flow of work, well-being can be supported through personal connections, organizational 
resources, seamless technology and a culture of care. Infusing well-being in the flow of work also means 
removing barriers that impede well-being in the flow of work. Removing barriers can involve integrating 
technology into the flow of work so that employees do not have to sign into multiple tools to easily access 
well-being support during work.

Well-being is often conceptualized as an outcome; however, we suggest well-being should also be 
something that people do. To bring a well-being focus, organizations, managers, leaders and employees 
must prioritize well-being in their behaviors and throughout work processes; i.e., make it a part of their 
everyday work. This means always considering the impact of organizational decisions such as roadmaps, 
product and service offerings, and human resources policies, on employee well-being. In addition to 
considering well-being through policies and processes, leaders and, in fact, all employees have a role in 
creating a well-being culture that supports healthy behaviors. This culture specifically should support 
workplace routines and habits that include integrated well-being moments.

In this paper, we discuss the utility of including well-being in the flow of work and describe what needs to 
be in place for well-being initiatives to be helpful and not disruptive in the flow of work. We also suggest a 
shift from individual-focused well-being approaches to more integrated, accessible well-being approaches 
that ultimately benefit people and business outcomes.

The case for well-being in the flow of work
First, it’s important to demonstrate the power of infusing well-being in the flow of work. Research from 
the Limeade Institute and within the field of organizational psychology demonstrates the benefits of 
whole-person well-being on the employee experience (Limeade, 2021). Providing well-being support in 
the flow of work can have positive results:

• Increased employee focus during subsequent job duties (Zito, Cortese, and Colombo, 2019)

• Employees are 69% less likely to search for a job when they feel their organization cares about 
their well-being (Harter, 2022)

• Increased productivity (Well-Being Limeade, POV; Shi et al., 2013)

• Successful business outcomes (Well-Being Limeade POV; Shi et al., 2013)

• Improved resilience when faced with adversity (Huang et al., 2019)

• Support for diverse employees (Fletcher, 2020)

• Job satisfaction (Maggiori et al., 2013)

• Higher affective commitment (Meyer & Maltin, 2010)

• More socially responsible and sustainable behavior (Conti, Arcuri, & Simone, 2018)
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Neglecting to support employee well-being can have profound consequences for employees and 
organizations. In fact, negative experiences at work can have a spill-over effect to an employee’s home 
life and vice versa (Sirgy, 2020). The following negative outcomes can occur when employees are not 
receiving adequate well-being support:

• Employee burnout (Harter, 2022)

• Health complaints (Zwetsloot, Leka, & Kines, 2017)

• Absenteeism (Berry, Mirabito, & Baun, 2010)

• Workplace accidents (Zwetsloot, Leka, & Kines, 2017)

• Higher insurance premiums (Berry, Mirabito, & Baun, 2010)

• Employee turnover (Harter, 2022)

There are two major barriers to infusing well-being in the flow of work. The first barrier is a lack of time 
in the typical work schedule. The second barrier is a lack of easily accessible well-being tools. Addressing 
the first barrier, employees often report not having enough time to fully take advantage of existing 
well-being resources, despite 68% of employees preferring to engage in well-being-related activities at 
work (LinkedIn Learning, 2018). Similarly, another survey found that the average employee only has 24 
minutes a week to engage in learning activities to increase work well-being (Josh Bersin, 2015).

Furthermore, many well-being applications include accessibility barriers such as separate login screens 
that are not integrated with the employee’s work technology. Even if employees want to utilize well-
being resources at work, they may not have the time or support to incorporate well-being into their 
workday. The integration of well-being in the flow of work would remove these barriers, enabling 
employees to achieve the positive benefits of work well-being, which would then contribute to overall 
life well-being.
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A view into the future of well-being 
in the flow of work

Every job has a typical workflow comprised of tasks that must be completed to successfully meet 
the requirements of the job. However, traditional workflows allow for few breaks. To counteract the 
demands of the typical workflow, organizations should infuse well-being in the flow of work and find 
ways to prompt employees to do so. Prompting events can either be planned or based on a need or 
event. Planned prompts include check-in surveys, changes in task and ongoing well-being goals. Need-
based prompts include challenging work, stress, boredom or sleepiness, and illness. Many different 
prompts can nudge the employee so they can focus on their well-being. With well-timed nudges, 
employees will have reminders and additional support while establishing habits that support well-be-
ing. Organizational care and technology can help employees become aware of well-being needs 
employees may be unable to identify on their own. During feedback sessions, managers may identify 
areas for an employee to improve such as work-life balance or stress management. Employees can 
also explore and identify their well-being needs by taking a survey to assess their current well-being. 
After identifying their well-being needs, employees can select and engage in well-being activities that 
address their needs on the job.

Here is an example of well-being in the flow of work. Devon H. is a sales manager for a software 
company. During the typical workday, Devon has 2-3 meetings with customers, plus ticketing and doc-
umentation, and communications with direct reports in both email and messaging tools. In line with 
the company well-being culture, meetings begin 5 minutes after the hour to include built-in time for 
breaks. As a manager, Devon always begins 1-on-1 meetings by checking in on how his direct reports 
are doing. Based on how Devon’s direct reports are feeling, plus their work needs, Devon finds flexible 
ways to support employees and adjust their workload.

Each workday, Devon responds to a quick one-question survey to check in and assess his well-being. 
Based on Devon’s response, a break to address his well-being needs is suggested through a well-being 
application. For example, if Devon’s response indicates high stress, then a push notification suggests 
he take a meditation break or reach out to his manager to gain support. Through machine learning, the 
application recognizes that Wednesdays are the busiest and most stressful for Devon, so the appli-
cation sends a note to Devon asking permission to book an extra break from work on Wednesdays. 
Alternatively, the application could ask permission to shift meetings to another day of the week to 
relieve Devon’s Wednesday stress.

Over time, Devon can see how his well-being fluctuates over the course of weeks and months. This 
information can inform Devon of changes to his well-being and offer suggestions for infusing well-be-
ing in his work. As a manager, Devon also receives well-being check-in survey results about his direct 
reports. For instance, if one of Devon’s direct reports responded with substantially lower well-being 
compared to usual, Devon will get a nudge to schedule a quick check-in with the employee. Devon 
also begins all meetings with direct reports with informal conversation and asking about how the di-
rect report is doing. According to research by Harvard Business Review, employees who report a lack 
of informal conversations were 19% more likely to report a decline in their mental well-being.
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Well-being in the flow of work can also be applied to all employees regardless of organization, position 
or work arrangement. Tara W. works on the floor of a manufacturing plant. Her company supports 
well-being in the flow of work through policy, technology and culture. Policies such as ensuring consis-
tent shift schedules so that employees can have certainty when planning their personal life and family 
activities (McHugh, Farley, & Rivera, 2020). Technology supports Tara’s well-being by providing nudges 
for well-being activities that support recovery during breaks. For example, healthy snacks and short 
walks or stretching could be suggested through technology and then supported through the organiza-
tional environment. Employee well-being is also supported through culture at the manufacturing plant. 
Teammates are encouraged to check in with each other, and opportunities for additional breaks are 
available when needed. Employees are also trained and encouraged to provide job support and mento-
ring. Further supporting well-being culture, managers and team leads work with employees to provide 
flexibility and any needed personal support or remind them of company resources such as counseling or 
employee resource groups. These improvements can enhance employee well-being, which in turn can 
reduce absenteeism, workplace accidents and operational issues.

Promting Events

Task 1

Task 2

Identify well-being needs

Select and engage in  
well-being activities to 

address needs

• Check-in survey
• Change in task
• On-going well-being
• Challenging work
• Boredom/sleepiness
• Stress
• Illness
• Etc.
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Measuring well-being in  
the flow of work

Like any strategic organizational outcome or key driver of results, it is important to measure well-be-
ing in the flow of work to ensure consistent awareness of utilization and impact, as well as business 
outcome benefits. Employee well-being initiative outcomes can be measured through varied resources 
— reporting that tracks awareness, utilization, as well as

effectiveness measures. Examples include participation, behaviors, biometrics, and health benefits 
utilization and costs, as well as employee (health/well-being assessment) survey responses and/or 
employee sick days. Aligning with valid measurement approaches, these resources should all be mea-
sured across multiple dimensions, such as organizational function, geographic location, and workforce 
demographics, while protecting employee privacy.

HR managers and organizational leaders want to ensure their well-being initiatives are effective and 
adding value. Measuring the effectiveness of a well-being initiative can take many forms; we recom-
mend a pre-test/post-test design as it is both simple and rigorous in measuring change. 1) Identify and 
then measure the outcomes; 2) implement a component of well-being into the flow of work; 3) mea-
sure the outcome(s) of interest using the same or similar methods as those used in the pre-test. Con-
sider changing only one component at a time for measurement accuracy. If more than one component 
were implemented between pre-test and post-test, it would be difficult to separate out the effects of 
the individual components.

Measure any of the 
following: well-being 
survery responses, 
healthcare costs,  
employee sick days 
and other domains 
of interest.

Measure the 
well-being outcomes

 
previously measured 
and compare the 
numbers from Pre-test 
and Post-test to see if  
there is improvement

Pre-test Post-test
Components of 

well-being
 (one at a time)
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Recommendations:
Encourage employee goal setting to improve health 
and well-being at work

One of the most consistent findings across decades of research is a simple principle: if employees are 
given the freedom to set clear and specific goals for themselves, they are more likely to achieve those 
goals (Basadur et al., 2012). Although frequently discussed in the context of boosting productivity, goal 
setting has enormous implications on well-being. Regardless of their objectives, goals are inherently 
motivating; they focus attention on specific tasks and set people in motion to accomplish them (Kanfer 
et al., 2017; Locke & Latham, 1990). Employees can better pursue their well-being goals by creating 
smaller steps and habits along the way (Putnam, 2015). Organizational culture and technology can serve 
as supporting factors for employee well-being, especially by making goal-setting simple, repeatable and 
habitual.

Organizations can gain the most value from goal setting when it becomes a habit, rather than a one-
time behavior. A 2019 study of software engineers demonstrates the value of continuously setting and 
checking in on goals (Meyer et al., 2019). Each morning, the engineers wrote down the major goals they 
wanted to accomplish during the day, and at the end of the workday completed another set of questions 
asking them to reflect on their daily accomplishments, setbacks, habits and ways they could improve 
their work. After only two weeks of these daily exercises, over 80% of the engineers reported that this 
short and easy task translated into actionable work strategies and increased productivity. The power of 
this exercise can be brought to employees on a large scale through technology applications that support 
well-being in the flow of work. Setting goals for the day or week can help employees focus their energy 
and prioritize work and well-being tasks that are most personally beneficial. For example, an employee 
who sets a goal to practice a more positive outlook could get a nudge to take time and practice 
gratitude during their workday.
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Ultimately, goals will only improve well-being if they are designed with individual needs in mind. Devel-
oping a goal-setting framework for well-being requires support from a culture of care (Limeade, 2021).  
In a framework created by Sirgy (2006), the goals that are the most likely to improve well-being are 
those that:

• Accommodate employees’ unique needs
• Are meaningful and adaptable
• Address employees’ unmet needs
• Enable employees to grow
• Are selected by employees
• Do not conflict with cultural values, available resources, and other motives or goals

Improve role clarity and remove pain points for employees

When well-being is integrated in the flow of work, employees can have well-being included within their 
roles. This means that an employee’s schedule, roles and responsibilities are designed with well-being 
in mind. It also means that well-being should be written in the job description and considered part of 
the role. HR managers and organizational leaders can conduct job analyses to examine the job tasks 
and responsibilities and corresponding well-being impacts. For example, job descriptions should be 
carefully examined to ensure that the workload and tasks are conducive to well-being. For all employees 
regardless of role, one of the expectations written in the role description should involve supporting the 
employee’s and team’s well-being. For managers and HR supporting employee well-being in their role 
will involve ensuring workloads are reasonable, checking in with employees, and allowing flexibility and 
autonomy whenever possible for employees.

A common roadblock to well-being and productivity is role ambiguity, when employees are uncertain 
about what is truly expected of them at work. A lack of role clarity can increase employee burnout 
which is negatively related to employee well-being (Vullinghs et al., 2020). Employees with more 
ambiguous roles are also at greater risk of quitting (Eys et al., 2005). Role ambiguity can arise from 
several causes, including the size of a company, frequency of change, micromanagement and vaguely 
defined tasks (Nyanga et al., 2012). Since some of these factors are partially within managers’ control, 
it is a good idea to check in with employees periodically to see if they feel confused about their job 
responsibilities. Where possible, allow employees to “job craft” — the practice by which employees 
choose what work they do and how they do it. Job crafting enables employees to target ambiguous 
aspects of their roles directly, which in turn improves well-being and lowers their risk of quitting (Shin et 
al., 2020).

In addition to improving role clarity, managers and organizations can support well-being by removing 
pain points for employees. In a typical role, there may be inefficiencies like multiple channels of 
communication, silos, or “old ways of working” that make the job harder or more frustrating, negatively 
impacting employee performance and well-being. In addition, employees may be experiencing the 
effects of larger community and national or global events which serve as stressors. Managers can relieve 
a variety of pain points by listening to employees and providing flexibility as well as support (Pruitt, n.d.).
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Infuse well-being into policies and processes

Incorporating well-being in workplace policies, processes, and company culture has become increasingly 
important for organizations as the nature of work, the workforce and the workplace continue to change. 
Shifts, such as the increase of sedentary work, require a greater focus on health-related conditions 
associated with work and non-work factors rather than those primarily caused by workplace hazards 
(Schulte et al., 2015). Infusing well-being in organizational policies and processes will have a high return 
on investment for both organizations and employees (Howard, 2013; Danna & Griffin, 1999). This will 
also make it more intuitive for organizations to encourage employee well-being in the flow of work.

Employee health and well-being can be affected by many factors; research has found examples such as 
work stress, degree of job control, conflict between work and life, and lack of organizational support. 
These and many other factors that affect employee well-being can be managed through policies and 
processes within organizations. The key areas that can be influenced by healthy workplace initiatives 
include:

• The psychosocial work environment
• The physical work environment
• Personal health and holistic well-being resources

The psychosocial work environment refers to aspects of organizational culture that impact the 
mental and physical well-being of employees, including attitudes, values, beliefs and daily practices. 
Psychological safety is a key element of a psychosocial work environment that supports well-being 
(Limeade Engage, 2022). Other aspects of a psychosocial work environment include considering well-
being when making decisions on scheduling, work arrangements,

management practices and communication (WHO, 2010). In a study of shift workers, scheduling 
practices such as short-notice scheduling, irregular shifts, on-call and cancelled shifts contributed to 
overall lower well-being in the form of reduced happiness, poorer sleep, and psychological distress 
(Schneider, & Harknett, 2019). Organizations should determine which policies and practices are most 
beneficial for employee well-being.

Physical environment refers to the ergonomics, noise, climate, lighting and safety of the workplace 
(WHO, 2010). Organizations can support employee safety and well-being through policies that 
address the work environment. For example, policies that ensure a safe working environment, such as 
ergonomic equipment and freedom to take needed breaks support employee physical well-being and 
the prevention of accidents. Organizations should also have administrative policies such as mandatory 
safety training and preventative maintenance as additional policies that support employee well-being 
(WHO, 2010).

Personal health and holistic well-being resources refer to the health services, information, resources, 
opportunities, flexibility, and otherwise caring environment provided to workers to support and 
motivate their efforts to improve or maintain healthy lifestyles. These resources can also be utilized 
to monitor and support their physical, mental, emotional, financial and work/career health. Examples 
of organizational personal health resources include employee assistance programs (EAPs), fitness 
facilities, work breaks for exercise, healthy snack options in the office, and access to confidential 
medical assessments (WHO, 2010), financial planning and management resources, and resources that 
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improve the overall employee experience (including commitment, engagement and the aforementioned 
organizational care).

Organizations should incorporate well-being in their work policies and ensure that there is adequate 
leadership support, resources and communication surrounding well-being implementation (Mellor & 
Webster, 2013). Once a well-being policy is implemented, organizations must monitor usage to ensure 
that the culture is supportive and employees are benefiting from these offerings (Zheng et al., 2015).

Support well-being flexibility with tools and resources for 
self-directed development

Organizations investing in employee well-being need to provide tools and resources so that employees 
are effectively supported while focusing on their personal well-being needs. Through managers and 
leadership, organizations should also encourage employees to self-direct their path to well-being. For 
example, a manager could suggest that their employees reflect on ways that they would like to maintain 
or improve their well-being. In addition to the space and support for well-being in the flow of work, 
providing work-life balance, living wages, and opportunities for meaning and shared success are needed 
for employees to engage in self-directed well-being development (Schulte et al., 2015).

Once employees have selected well-being areas of focus and goals, managers and organizational 
resources can support employees’ well-being. For example, employees who seek to exercise more would 
benefit from organizational resources such as tracking their exercise and well-being activities. According 
to Limeade research, employees who frequently tracked their well-being activities experienced a slight, 
but statistically significant, increase in exercise frequency when compared across two years. Mental 
health could be another employee well-being need. For example, an employee who struggles with 
consistent symptoms of anxiety could utilize workday schedule flexibility, EAPs and/or meditation 
activities. With the information provided by their manager, this employee can identify and pursue 
resources such as a flexible work schedule, bio tracking tools (e.g., watch), group fitness challenges, 
and Employee Resource Groups (ERG) that support balancing work, while increasing exercise and 
social connection, all of which are known to help with anxiety. These tools and resources can support 
employees during their well-being journey. It is important to offer resources that support well-being in a 
variety of domains to support widely diverse employee needs. 

Ground-breaking research has begun to incorporate biometrics that predict whether an employee is 
focused and in the flow at work with up to 70% accuracy (Rissler et al., 2020). Such technology could 
potentially learn the correct time to nudge an employee to take a well-being break. Microsoft recently 
conducted a study that found 77% accuracy for recommended break nudges during work activities 
(Kaur, 2020). However, technology has the potential to be more disruptive than helpful if it is not set 
up thoughtfully and intentionally. Companies should be wary of technologies that use a consumer-
focused approach, which use overwhelming and engrossing strategies to keep the individual engaged 
with the platform as much as possible. In practice this may look like immediate notifications following 
a ‘like’ on social media to pull your attention to the platform or continuous streaming content such as 
new a tv series or music queued up after finishing the album or series. Often these approaches use 
frequent nudges that can lead to increased task switching and decreased employee productivity. There 
are a couple of important considerations when incorporating technology to nudge and support well-
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being habits. The first consideration is privacy concerns for employees. Organizations should only 
collect data necessary for supporting employees’ well-being. In addition, data should be de-identified 
and never connected with performance evaluations (Brassart, 2020). Another consideration is the 
possibility of causing disruptions through the use of notifications and nudges. One study captured this 
potential disruption by having employees work with a cell phone present: simply having a cell phone 
present decreased productivity by up to 40% (Przybylski & Weinstein, 2012). While the purchasing 
of smart phones has more than doubled since that study, we can appreciate the influence of frequent 
distractions, in the form of nudges or notifications, and subsequent need for a more holistic approach 
(Patterer et al., 2021). However, as mentioned in the Microsoft study, nudge timing can reach high levels 
of accuracy (Kaur, 2020).

Research by Nielsen et al. (2017) found that all well-being resources tested were equally effective for 
boosting employee well-being and performance. The research showed that any type of well-being 
resource was helpful for countering job demands. To determine which specific well-being resources 
to invest in, organizations should survey employees. According to employees surveyed by TINYpulse 
by Limeade, the top four resources helpful for supporting employee well-being include: 1) time off for 
exercise; 2) ergonomic office equipment; 3) EAPs; 4) healthy food offerings in the office (TINYpulse, 
SOEE Q1, 2022). When selecting well-being resources, HR leaders should select technology that is 
capable of nudging and tracking progress while employees are building healthy habits. To ensure high 
levels of usage, the technology should be easily integrated into employee workflow so that they can 
access well-being in the flow of work.

Create a culture of well-being with leadership support and 
employee listening

Infusing well-being in the flow of work is a key factor for supporting a company culture of well-being. 
When the culture, environment, technology, resources, policies, and cues all support well-being, 
employees can make healthy choices more frequently and with less effort (Gunther et al., 2019). 
Although culture change is a challenging endeavor, the desire for well-being at work has increased 
among employees. On top of increased demand for well-being support, the disruption to work from 
the COVID-19 pandemic and the ‘great resignation’ has created an atmosphere ripe for culture change 
in organizations (Nayal et al., 2021). Now is the ideal time to evolve company culture to better support 
employee well-being, and organizations can begin with steps that would support and enhance a desired 
culture change. A well-being focused culture will make it easier for employees to discover, access and 
use well-being resources.

The first step to creating a well-being culture is garnering leadership and managerial support. According 
to researchers, leadership support strengthens the relationship between human resource (people-
centric) practices and employee well-being (Zhang et al. 2020). Next, design and implement an employee 
listening strategy comprised of surveys, stay interviews, and 1-on-1 check ins with managers. Share back 
the listening results along with the strategy for improving employee well-being. It is important for the 
strategy to be heavily informed by the employee feedback gathered in the previous step. Enlist leaders 
and managers for communicating and building support for well-being initiatives and culture. According 
to Kreiner (2006), managers’ behaviors and the workplace culture play a key role in encouraging 
employees to keep boundaries at work to support their holistic well-being. Ensure the provision of tools, 
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technology, processes and systems to enable flexible and productive collaboration, work schedules, and 
communications to help leaders, managers, and employees align and do their best work. Throughout the 
process of implementing well-being initiatives, organizations, leaders, and managers should continue to 
monitor reactions and outcomes through employee listening strategies.

Infusing well-being in the flow of work will remove barriers and increase employee well-being and 
productivity. Support for employee well-being typically includes resources, technology to track and 
provide well-being reminders, and a strong culture that promotes care and well-being. Well-being 
practices will vary between organizations, but the desired goal, for all employees to feel good and to live 
with purpose, remains the same. Organizations seeking to support employee pain points, infusing well-
being into policies and practices, supporting flexibility and self-directed well-being through resources, 
and creating a culture of care and employee listening.
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