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Employee well-being and mental health have become

central concerns in organizational studies because they directly
affect employee productivity, engagement, job satisfaction, and
long-term organizational sustainability. This paper examines
employee well-being and mental health in the workplace through
a comprehensive review of scholarly literature published prior to
2019. The study synthesizes classical and contemporary
contributions from organizational behavior, occupational health
psychology, and human resource management to explore the
determinants, consequences, and organizational implications of
employee mental health. The review identifies major workplace
antecedents of well-being, including job demands, job control,
leadership behavior, organizational culture, work-life balance,
social support, and perceived fairness. It also discusses major
psychological outcomes associated with poor workplace mental
health, such as stress, burnout, absenteeism, presenteeism,
disengagement, and turnover intention. The paper draws on
established theoretical foundations including the Job Demand–
Control Model, Job Demands–Resources Model, Conservation of
Resources Theory, Psychological Well-Being Theory, and
Psychological Safety Theory to explain the relationship between
workplace conditions and employee mental health outcomes. The
analysis demonstrates that employee well-being is not merely an
individual health issue but a strategic organizational concern that
influences both employee functioning and business performance.
The findings suggest that organizations that prioritize psychological
safety, supportive leadership, meaningful work, and mental health
support systems experience better employee outcomes and improved
organizational effectiveness. The paper concludes that promoting
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employee well-being requires integrated organizational strategies that embed mental health into leadership,
culture, human resource practices, and workplace policy.

Keywords: employee well-being, workplace mental health, occupational stress, burnout,
psychological well-being, work-life balance, employee engagement, organizational health

Introduction
Employee well-being and mental health have become increasingly important

in management and organizational research because they influence both individual
effectiveness and organizational performance. Traditionally, organizations viewed
employee mental health as a private or medical issue, often addressed only when it
resulted in absenteeism, conflict, or reduced performance. However, organizational
scholars have increasingly argued that mental health is deeply shaped by workplace
conditions, managerial practices, and organizational systems (Danna & Griffin, 1999;
Warr, 1994). This shift has led to a broader understanding of workplace mental
health as both a human and strategic concern.

Employee well-being refers to the overall quality of an employee’s
psychological, emotional, social, and physical functioning at work (Grant et al., 2007).
It includes not only the absence of stress or illness but also the presence of positive
experiences such as engagement, purpose, satisfaction, and healthy relationships
(Ryff, 1989; Ryff & Keyes, 1995). Mental health in the workplace refers more
specifically to the psychological state of employees in relation to their ability to cope
with workplace demands, maintain productive relationships, and function effectively
in their roles (Keyes, 2002).

Work plays a central role in human life. It provides income, identity, social
interaction, structure, and meaning. At the same time, work can become a major source
of stress, emotional strain, and psychological exhaustion when employees experience
excessive demands, low autonomy, poor support, and organizational injustice (Karasek,
1979; Cooper & Marshall, 1976). Scholars have consistently shown that psychosocial
work conditions influence not only employee well-being but also job performance,
commitment, and organizational outcomes (Judge et al., 2001; Harter et al., 2003).

The rise of globalization, technological intensity, work overload, and
competitive pressure has further intensified psychosocial risks at work. Increasing
expectations for flexibility, multitasking, and emotional labor have made employee
mental health a more urgent organizational issue (Zapf, 2002; Sparks et al., 2001).
Poor mental health contributes to burnout, presenteeism, absenteeism, emotional
exhaustion, and turnover, all of which create substantial economic and social costs
for organizations (Maslach et al., 2001; Quick & Henderson, 2016).

This paper examines employee well-being and mental health in the workplace
using scholarly literature published before 2019. It explores conceptual foundations,
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major determinants, theoretical perspectives, organizational outcomes, and evidence-
based strategies for promoting employee well-being.
2. Literature Review

2.1 Concept of Employee Well-Being
Employee well-being is a multidimensional concept that reflects the quality

of employees’ experiences and functioning in the workplace. Early work by Warr
(1990) conceptualized well-being through affective dimensions, emphasizing emotional
states such as anxiety-contentment and depression-enthusiasm. Warr (1994) later
argued that work and mental health are inseparable because employment conditions
directly influence psychological functioning.

Diener (2000) advanced the concept of subjective well-being by emphasizing
life satisfaction, positive affect, and reduced negative affect. This perspective
broadened organizational interest in employee happiness and emotional functioning.
Ryff (1989) further distinguished psychological well-being from hedonic happiness
by emphasizing autonomy, self-acceptance, purpose in life, personal growth,
environmental mastery, and positive relationships. Ryff and Keyes (1995) refined
this multidimensional framework and established psychological well-being as a deeper
indicator of human functioning.

Grant et al. (2007) argued that employee well-being should be understood as
a combination of psychological, physical, and social functioning. Similarly, Robertson
and Cooper (2011) linked employee well-being to productivity, resilience, and
sustainable organizational performance. Parker and Hyett (2011) also emphasized
the importance of measuring workplace well-being beyond job satisfaction alone.
2.2 Mental Health in the Workplace

Mental health in the workplace refers to employees’ emotional and
psychological capacity to function effectively at work. Danna and Griffin (1999)
argued that employee health and well-being are central organizational concerns
because work environments shape psychological and physiological functioning.

Keyes (2002) introduced the mental health continuum model, arguing that mental
health is not simply the absence of illness but includes flourishing, moderate functioning,
and languishing. This distinction shifted workplace mental health research from a deficit
model to a dual-focus model incorporating both illness prevention and positive functioning.

Seligman (2011) further reinforced this positive perspective by introducing
the concept of flourishing, which includes positive emotion, engagement, relationships,
meaning, and accomplishment. This broadened the understanding of mental health
from pathology reduction to optimal functioning.
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2.3 Occupational Stress and Workplace Mental Health

Occupational stress remains one of the strongest predictors of poor employee
mental health. Cooper and Marshall (1976) identified major workplace stressors including
workload, role conflict, poor relationships, career uncertainty, and organizational structure.
Their work laid the foundation for modern occupational stress research.

Lazarus and Folkman (1984) explained stress through cognitive appraisal
theory, arguing that stress arises when individuals perceive workplace demands as
exceeding their coping resources. Cartwright and Cooper (1997) further emphasized
that unmanaged workplace stress damages both employee well-being and
organizational effectiveness.

Quick and Henderson (2016) reaffirmed occupational stress as one of the
most critical contemporary organizational health issues, while Sparks et al. (2001)
highlighted the relationship between stress, occupational health, and well-being in
modern work environments.

2.4 Burnout and Emotional Exhaustion
Burnout is one of the most widely studied psychological outcomes of chronic

workplace stress. Maslach and Jackson (1981) defined burnout as a syndrome of
emotional exhaustion, depersonalization, and reduced personal accomplishment.
Maslach et al. (2001) later established burnout as a prolonged response to chronic
interpersonal and emotional stressors at work.

Leiter and Maslach (2005) emphasized that burnout emerges when there is
a mismatch between employee expectations and organizational realities, especially
in workload, fairness, reward, and values.
2.5 Work-Life Balance and Well-Being

Work-life balance is a major determinant of employee well-being. Greenhaus
and Beutell (1985) conceptualized work-family conflict as incompatible role pressures
between work and family domains. Frone et al. (1992) found that work-family conflict
contributes significantly to stress, depression, and reduced psychological well-being.
Sonnentag and Fritz (2007) highlighted recovery experiences as critical in restoring
employee psychological resources and reducing strain caused by work demands.
2.6 Leadership and Psychological Well-Being

Leadership plays a major role in shaping employee mental health. Kelloway et
al. (2012) demonstrated that transformational leadership positively influences employee
psychological well-being by reducing stress and increasing trust and support. Edmondson
(1999) introduced psychological safety as a critical workplace condition that enables
employees to speak openly, take interpersonal risks, and function without fear.
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2.7 Organizational Culture, Support, and Commitment

House (1981) established social support as a major protective resource against
workplace stress. Meyer and Allen (1991) showed that employee commitment is
strengthened when employees experience supportive and psychologically healthy
work environments. Wright and Cropanzano (2000) found that psychological well-
being is positively associated with job satisfaction and work effectiveness.

3. Objectives of the Study
1. To examine the conceptual and theoretical foundations of employee well-

being and mental health in the workplace.
2. To identify major workplace factors influencing employee mental health and

psychological well-being.

3. To analyze organizational strategies that promote employee well-being and
mentally healthy workplaces.

4. Discussion
The literature reviewed in this study clearly demonstrates that employee

well-being and workplace mental health are not isolated personal concerns but
structurally embedded organizational outcomes. Employee psychological health is
shaped by the interaction between individual coping capacities and the design, culture,
and management of work itself. This understanding marks a significant shift in
organizational thought—from treating mental health as an individual problem to
recognizing it as a strategic and systemic workplace issue.

One of the most consistent findings across the literature is that employee
well-being is strongly influenced by psychosocial work conditions. Early work by
Karasek (1979) showed that psychological strain increases when employees face
high job demands with low decision latitude. This insight remains one of the most
influential explanations of workplace stress because it demonstrates that stress is
not merely a function of workload, but of the relationship between workload and
perceived control. Employees may tolerate demanding work when they experience
autonomy, competence, and influence over how tasks are completed. Conversely,
even moderate work demands can become psychologically damaging when employees
experience powerlessness and limited control.
This perspective is reinforced by the Job Demands–Resources (JD-R) model
proposed by Demerouti et al. (2001) and later refined by Bakker and Demerouti
(2007). The JD-R model explains that employee well-being depends on the balance
between job demands (e.g., workload, emotional labor, time pressure) and job
resources (e.g., support, autonomy, recognition, development opportunities). When
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demands consistently exceed resources, employees experience strain, fatigue, and
eventual burnout. When resources are adequate, employees are more likely to
experience motivation, engagement, and resilience. This model is particularly useful
because it explains both negative outcomes such as burnout and positive outcomes
such as engagement within the same framework.

Burnout emerges repeatedly in the literature as one of the clearest indicators
of poor workplace mental health. Maslach and Jackson (1981) conceptualized burnout
as emotional exhaustion, depersonalization, and reduced personal accomplishment, while
Maslach et al. (2001) later framed it as the outcome of chronic mismatch between
employees and their work environment. Burnout is not simply a personal weakness or
inability to cope; rather, it is an organizational signal that work systems are extracting
more emotional and psychological energy than employees can sustainably provide.
Leiter and Maslach (2005) further emphasized that burnout often reflects systemic
problems such as unfairness, excessive workload, lack of reward, and value conflict.
This has major implications for organizations because it suggests that burnout prevention
requires structural reform rather than only individual coping workshops.

Another major theme in the literature is the importance of leadership in
shaping employee mental health. Leadership behavior influences employee stress
perceptions, emotional security, trust, and access to support. Kelloway et al. (2012)
found that transformational leadership contributes positively to employee psychological
well-being by creating support, inspiration, and trust. Employees working under
supportive leaders are more likely to report engagement, confidence, and resilience.
In contrast, unsupportive or authoritarian leadership intensifies emotional strain, role
ambiguity, and stress. Leadership therefore acts as both a direct and indirect
determinant of workplace mental health.

The concept of psychological safety introduced by Edmondson (1999) is
particularly important in this context. Psychological safety refers to the shared belief
that employees can speak openly, ask questions, admit mistakes, and express concerns
without fear of humiliation or punishment. This construct is central to employee
well-being because psychologically unsafe environments often create fear, silence,
emotional suppression, and chronic anxiety. Employees who feel unsafe are less
likely to seek help, disclose distress, or engage meaningfully with their work. Thus,
psychological safety serves as both a mental health resource and a foundation for
organizational learning.

The literature also strongly supports the role of social support in buffering
workplace stress. House (1981) identified emotional, instrumental, informational, and
appraisal support as critical coping resources in occupational settings. Employees
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who receive support from supervisors and colleagues are better able to manage
strain, recover from setbacks, and maintain emotional stability. Social support also
reduces isolation, which is especially important in emotionally demanding or high-
pressure work environments. This finding aligns with Xanthopoulou et al. (2007),
who demonstrated that personal resources and supportive environments improve
resilience and work engagement.

Work-life balance is another major predictor of employee mental health.
Greenhaus and Beutell (1985) showed that conflicting demands between work and family
create chronic role strain, while Frone et al. (1992) linked work-family conflict to depression,
stress, and reduced psychological well-being. Workplaces that fail to recognize employees’
non-work roles often intensify emotional exhaustion and dissatisfaction. Sonnentag and
Fritz (2007) added that recovery experiences—psychological detachment, relaxation,
mastery, and control during non-work time—are essential to restoring depleted resources.
This suggests that well-being is influenced not only by what happens at work, but also by
whether work allows adequate recovery outside it.

Finally, the literature consistently shows that employee well-being has direct
organizational consequences. Harter et al. (2003) found that employee well-being is
positively associated with customer satisfaction, productivity, and profitability. Judge
et al. (2001) similarly established a strong relationship between job satisfaction and
job performance. Wright and Cropanzano (2000) found that psychologically healthy
employees perform better and contribute more effectively to organizational
functioning. These findings challenge the outdated assumption that well-being is
separate from performance. Instead, they show that employee well-being is a strategic
resource that drives sustainable organizational outcomes.

Overall, the literature makes it clear that workplace mental health is not only
a health issue but also a design issue, a leadership issue, and a strategic management
issue. Organizations that seek sustainable performance must move beyond reactive
stress management and build systems that actively support psychological well-being.
5. Analysis and Findings

The analysis reveals five key findings. Employees working in environments
characterized by excessive workload, time pressure, low autonomy, and unclear role
expectations are more likely to experience psychological strain, emotional exhaustion,
and reduced well-being (Karasek, 1979; Cooper & Marshall, 1976). This confirms that
mental health in organizations is strongly linked to how work is organized and managed.

A second major finding is that occupational stress remains the most consistent
predictor of poor mental health outcomes. Chronic exposure to workplace stressors
such as role conflict, job insecurity, interpersonal tension, and emotional labor
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contributes significantly to anxiety, burnout, and psychological fatigue (Lazarus &
Folkman, 1984; Quick & Henderson, 2016). The literature consistently shows that
when stress becomes prolonged and recovery is limited, employees experience both
psychological and behavioral decline, including reduced motivation, lower
concentration, and higher absenteeism.

Third, the findings demonstrate that employee well-being is a multidimensional
construct that extends beyond the absence of mental illness. Employee well-being
includes positive emotional functioning, psychological resilience, meaningful work,
engagement, and supportive relationships (Ryff & Keyes, 1995; Seligman, 2011).
This means organizations should not define mental health only in terms of stress
reduction, but also in terms of creating conditions that promote flourishing, purpose,
and psychological growth.

Fourth, leadership and organizational culture emerge as critical determinants
of employee mental health. Supportive leadership, open communication, fairness, and
psychological safety significantly improve employee well-being, whereas authoritarian
leadership and unsupportive cultures intensify stress and emotional withdrawal
(Edmondson, 1999; Kelloway et al., 2012). Employees perform better and cope more
effectively when they feel heard, respected, and psychologically secure.

Finally, the literature establishes a strong relationship between employee
well-being and organizational outcomes. Higher employee well-being is associated
with stronger job satisfaction, commitment, productivity, and retention, while poor
mental health contributes to absenteeism, presenteeism, burnout, and turnover
intentions (Harter et al., 2003; Judge et al., 2001). Thus, employee well-being is not
only a human resource concern but also a strategic organizational asset. Overall, the
findings confirm that promoting workplace mental health is essential for both employee
welfare and long-term organizational effectiveness.

6. Conclusion
Employee well-being and mental health are central to sustainable

organizational functioning. The literature reviewed demonstrates that workplace
mental health is shaped by job design, leadership, organizational culture, social support,
and work-life balance. Employee well-being should not be treated as a peripheral
welfare issue but as a strategic organizational priority. Organizations that foster
psychological safety, supportive leadership, and healthy work systems are better
positioned to achieve long-term employee and organizational success.

7. Recommendations
1. Integrate employee mental health into HR strategy and organizational policy.
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2. Train managers in supportive leadership and mental health literacy.

3. Redesign work to improve autonomy, fairness, and manageable workloads.
4. Promote work-life balance and recovery opportunities.

5. Strengthen employee assistance and counseling systems.
6. Build psychologically safe and stigma-free work cultures.

7. Encourage employee participation, support, and voice.
8. Treat mental health promotion as a strategic business investment.
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