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Abstract 

Employee wellbeing has moved from being a ―soft‖ concern of organizations to a strategic 

imperative that directly shapes sustainable performance. This paper develops an integrative 

framework that embeds employee wellbeing into Strategic Human Resource Management 

(SHRM) and Sustainable HRM. Drawing on recent empirical evidence and conceptual work, the 

paper shows that wellbeing-focused HR practices—covering work design, staffing, learning and 

development, performance management, rewards, employee voice, and digital HR—can 

simultaneously enhance employee health, engagement, and long-term organizational outcomes 

such as productivity, innovation, retention, and employer reputation. Meta-analytic evidence 

indicates that happier and more engaged employees are associated with higher productivity, 

customer loyalty, profitability, and lower turnover, supporting wellbeing as a mediating pathway 

between HR systems and performance. Harvard Business School+2ResearchGate+2 

The paper synthesizes key theoretical lenses (Job Demands–Resources model, Ability–

Motivation–Opportunity framework, social exchange theory, and sustainable HRM) and 

proposes a multi-level framework linking SHRM practices, employee wellbeing, and sustainable 

organizational performance. Illustrative tables and figures clarify the relationships between HR 

practices, wellbeing dimensions, and outcomes. Practical implications are offered for HR 

leaders, line managers, and policy makers, along with directions for future research on 

wellbeing-centred HR architectures. 
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1. Introduction 

Organizations across sectors are facing simultaneous pressures for higher productivity, rapid digital transformation, social 

responsibility, and care for employee health. These pressures have intensified post-COVID-19, with rising awareness of mental 

health challenges, burnout, and work–life imbalance. Traditional SHRM has focused mainly on aligning HR practices with 

business strategy to gain competitive advantage. However, emerging perspectives argue that long-term performance and 

resilience are only possible when employee wellbeing is treated as a central strategic outcome rather than a by-product.  

Recent studies show robust positive relationships between workplace wellbeing and key performance indicators such as 

productivity, customer satisfaction, profitability, stock market performance, and reduced accidents and turnover. At the same 

time, research on sustainable HRM stresses that HR systems must support not only economic outcomes but also social and 

human sustainability—protecting health, dignity, and employability over the long term.  
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2. Literature Review 

2.1 Understanding Employee Wellbeing 

Employee wellbeing is a multi-dimensional construct that includes physical, psychological, social, financial, and career-related 

aspects of employees’ experience at work. PMC+1 It goes beyond the absence of illness to include positive states such as 

engagement, meaning, and thriving. 

 

Table 1. Key Dimensions of Employee Wellbeing and Typical Indicators 

Dimension Description Example Indicators / Measures 

Physical 

wellbeing 

Health, energy, absence of fatigue or illness Sick days, self-rated health, ergonomic conditions 

Psychological Emotional balance, stress, resilience, mental health Perceived stress, anxiety, burnout, optimism scores 

Social Quality of interpersonal relationships and support Team cohesion, supervisor support, inclusion climate 

Financial Perceived financial security and fairness Pay satisfaction, financial stress, benefits adequacy 

Career Growth, employability, sense of progress Learning opportunities, promotions, skill 

development 

Meta-analytic evidence indicates that employees with higher wellbeing are more productive, less absent, more loyal, and more 

likely to stay with the organization.  

 

2.2 Strategic HRM and Sustainable HRM  

Strategic HRM (SHRM) focuses on designing HR practices as coherent systems that support the organization’s strategic 

goals—often emphasising performance, flexibility, and competitive advantage.Sustainable HRM extends this logic by 

integrating long-term human and social outcomesemployee wellbeing, justice, inclusiveness, and employabilityinto HR 

strategy. It emphasizes balancing economic, social, and sometimes environmental goals while avoiding the over-exploitation of 

human resources. Recent work highlights that sustainable HRM practices (such as fair workloads, participation, flexible work 

arrangements, and healthy leadership) can simultaneously improve wellbeing and organizational performance.  

 

2.3 Wellbeing-Focused HRM Practices and Performance 

Systematic reviews show a growing bundle of employee wellbeing HR practices (EWBHRPs), including health promotion, 

workload management, supportive supervision, flexible work, and career development. 

 reduce job stress and burnout; 

 improve mental health and job satisfaction; 

 increase engagement, commitment, and discretionary effort; 

 reduce turnover intentions and absenteeism.  

Empirical evidence from workplace mental health and health promotion programs suggests that integrated approaches 

addressing both job design and psychological support yield stronger outcomes than isolated interventions.  

 

3. Theoretical Foundations 

The proposed framework draws on four main theoretical lenses: 

1. Job Demands–Resources (JD–R) Model 

o Job demands (e.g., workload, emotional labour) can lead to burnout if not balanced by job resources (e.g., autonomy, 

support, feedback). 

o Well-designed HR practices can enhance job resources and reduce excessive demands, fostering engagement and 

wellbeing, which in turn promote performance.  

2. Ability–Motivation–Opportunity (AMO) Framework 

https://pmc.ncbi.nlm.nih.gov/articles/PMC3576478/?utm_source=chatgpt.com
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o HR practices develop employee Ability (training, recruitment), Motivation (rewards, recognition), and Opportunity 

(participation, autonomy). 

o Wellbeing-sensitive practices strengthen each dimension while preventing harmful side-effects (e.g., overwork from high 

performance incentives). 

3. Social Exchange Theory 

o When employees perceive that the organization genuinely cares for their wellbeing, they reciprocate with higher 

commitment, citizenship behaviour, and performance. 

4. Sustainable HRM Perspective 

o HR systems should be designed to maintain and renew human resources over time, not deplete them.  

 

4. Research Objectives and Questions 

Although this paper is conceptual, it is structured around the following objectives: 

1. To review literature linking employee wellbeing, HRM practices, and sustainable organizational performance. 

2. To identify key wellbeing-oriented HR practice bundles that can be integrated into SHRM. 

3. To develop a conceptual framework positioning employee wellbeing as a mediating mechanism between SHRM and 

sustainable performance. 

4. To outline implications for practice and future empirical research. 

From these objectives, three guiding research questions emerge: 

1. RQ1: What are the core dimensions of employee wellbeing relevant to SHRM? 

2. RQ2: Which HR practices most effectively promote employee wellbeing while supporting strategic goals? 

3. RQ3: How does employee wellbeing mediate the relationship between SHRM and sustainable organizational 

performance? 

 

5. Methodology (Conceptual and Integrative Review) 

This paper adopts an integrative conceptual review approach: 

 Academic databases (e.g., Web of Science, Scopus, major publishers) and key journals in HRM, organizational behaviour, 

and occupational health were searched for articles on employee wellbeing, SHRM, sustainable HRM, and organizational 

performance emphasis  

 Recent systematic reviews and meta-analyses were used as anchor sources.  

 Classic theoretical contributions related to wellbeing and HRM were also considered.  

Findings from these sources were synthesized to propose a cohesive framework rather than to test specific hypotheses 

empirically. 

 

6. Proposed Framework: Integrating Employee Wellbeing into SHRM 

6.1 Overview of the Framework 

The proposed framework presents an integrated model demonstrating how employee wellbeing can be strategically embedded 

within SHRM to drive sustainable organizational performance. The underlying logic follows a sequential pathway in which 

Strategic HRM Practices influence Employee Wellbeing, which subsequently contributes to Sustainable Organizational 

Performance. This relationship is not linear alone but is shaped, strengthened, or weakened by several moderating factors such 

as leadership behaviour, organizational culture, and the broader institutional context. 
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Figure 1. Conceptual Framework Integrating Employee Wellbeing into SHRM 

 

 

 

 

6.2 Wellbeing-Oriented HR Practice Bundles 

Table 2. Mapping SHRM Practice Bundles to Wellbeing and Performance Outcomes 

HR Practice 

Bundle 

Example Practices Wellbeing Effects Performance Effects 

Work design & 

scheduling 

Job redesign, workload balancing, 

flexible hours, hybrid work 

Lower stress, better work–

life balance, autonomy 

Higher productivity, reduced 

burnout & absence 

Staffing & 

onboarding 

Realistic job previews, value-based 

hiring, supportive onboarding 

Role clarity, better fit, early 

social support 

Lower early turnover, better 

quality of hire 

Learning & 

development 

Continuous training, coaching, career 

paths 

Career wellbeing, self-

efficacy, engagement 

Innovation, adaptability, 

internal mobility 

Performance 

management 

Developmental feedback, fair 

appraisal, objective goals 

Psychological safety, clarity, 

intrinsic motivation 

Alignment with strategy, 

improved performance 

Rewards & 

recognition 

Fair pay, benefits, wellbeing 

allowances, non-monetary 

recognition 

Financial security, 

appreciation, morale 

Higher motivation, attraction 

& retention 

Employee 

participation & 

voice 

Surveys, suggestion schemes, works 

councils, joint decision-making 

Social wellbeing, control, 

trust 

Better decisions, fewer 

conflicts, commitment 

Health & safety / 

WHP 

Health promotion, mental health 

programs, ergonomic interventions 

Physical & mental health, 

resilience 

Fewer accidents, lower 

health-related costs 

Digital HR & 

analytics 

Wellbeing dashboards, pulse surveys, 

workload analytics 

Early detection of risks, 

targeted support 

Efficient resource allocation, 

early interventions 

Sources show that integrated bundles of such practices (rather than isolated initiatives) are more likely to produce lasting 

wellbeing and performance benefits.  

 

6.3 Key Pathways from HR Practices to Wellbeing 

1. Reducing Job Demands 

o Workload management, realistic deadlines, adequate staffing, and clear roles reduce stress and prevent burnout. 

2. Increasing Job Resources 

o Autonomy, social support, learning opportunities, and feedback fuel engagement and buffer the impact of demands. 

3. Strengthening Social Support and Inclusion 

o Participative practices, team-building, diversity and inclusion initiatives, and fair treatment foster social wellbeing and 

psychological safety. 

4. Supporting Mental Health and Resilience 
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o Integrated workplace mental health models, combining primary (job design), secondary (training), and tertiary (support 

services) interventions, are especially effective.  

5. Enhancing Financial and Career Security 

o Fair compensation, transparent career paths, and employability-focused development reduce financial stress and career 

anxiety.  

 

7. Practical Implications 

7.1 For HR Leaders 

1. Reframe Success Metrics 

o Integrate wellbeing indicators (e.g., stress levels, engagement, psychological safety scores) into HR scorecards and 

strategic KPIs, alongside traditional metrics like cost and productivity.  

2. Design Wellbeing-Centred HR Architectures 

o Audit existing practices for potential wellbeing harm (excessive overtime, high-pressure incentives). 

o Reconfigure HR bundles (work design, performance management, rewards) to support sustainable workloads and healthy 

behaviours. 

3. Use Data and Analytics Responsibly 

o Deploy digital HR tools (pulse surveys, wellbeing dashboards) to identify hotspots early, ensuring privacy and ethical use 

of data. 

4. Align Leadership and Culture 

o Embed wellbeing in leadership competencies, performance reviews of managers, and organizational values. 

7.2 For Line Managers 

 Monitor workload and early signs of strain in teams. 

 Model healthy behaviours (taking breaks, using leave, respecting boundaries). 

 Encourage open communication about wellbeing without stigma. 

7.3 For Employees and Unions 

 Participate actively in wellbeing programs and voice mechanisms. 

 Collaborate with management to co-create policies (e.g., hybrid work, flexible schedules) that balance needs on both sides. 

7.4 For Policy Makers and Regulators 

 Encourage or mandate reporting on workplace wellbeing indicators as part of ESG or sustainability disclosures. Support 

national campaigns on mental health literacy and decent work standards. 

 

8. Conclusion and Future Research Directions 

This paper emphasizes that employee wellbeing must be embedded into Strategic Human Resource Management (SHRM) as a 

central and enduring strategic priority, rather than viewed as an isolated wellness initiative. Drawing on the JD–R, AMO, social 

exchange, and sustainable HRM perspectives, the study proposes an integrative framework illustrating how coherent and 

wellbeing-oriented HR bundles strengthen physical, psychological, social, financial, and career wellbeing. In turn, these 

wellbeing dimensions act as critical mediators that enhance sustainable organizational performance across productivity, 

innovation, resilience, and long-term human sustainability. The framework highlights several promising avenues for future 

research.  

First, longitudinal and multi-level studies are needed to test the causal pathways between wellbeing-focused HR practices and 

organizational outcomes, including the role of time lags and cross-level interactions among individuals, teams, and 
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organizational systems.Second, comparative studies across sectors, cultures, and institutional environments can provide deeper 

insight into how contextual factors shape the wellbeing–performance linkage and the effectiveness of various HR bundles. 

Third, future work should focus on intervention-based research, evaluating the impact of integrated wellbeing strategies such as 

job redesign, mental health support, leadership development, and flexible work models against single-component interventions. 

Fourth, with the rise of digital transformation, research on digital wellbeing and HR analytics is essential to understand how 

algorithmic decision-making, remoted work, AI-enabled monitoring, and digital workload patterns influence wellbeing and 

sustainable performance.In conclusion, integrating employee wellbeing into the strategic core of HRM offers organizations a 

powerful pathway to foster resilient, high-performing, and socially responsible workplaces.  
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