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From Crisis to Competitive Edge

A Blueprint for Transforming Employee Well-Being
into a Sustainable Strategic Advantage

A case study of a 3,000-employee multi-location organization.



A Silent Crisis Was Undermining Performance

We faced a series of interconnected challenges that were eroding our financial health

and human capital.
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+18% YoY 52/100 61%

Rise in healthcare Average employee Mid-year engagement
claims, signaling well-being score, score, a clear drag on
unsustainable cost indicating a workforce productivity.
growth. under significant strain.

5

High
Burnout

Qualitative data showed
severe burnout across
critical functions:
operations, sales, and
support.



The Mandate: Move Beyond Benefits to Build a Resilient Workforce

To build a comprehensive, multi-dimensional wellness ecosystem aligned
to four core pillars of human experience.
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The goal was a culture of proactive well-being, not reactive medical support



The Strategic Shift: From Fragmented Perks
to an Integrated Ecosystem

Fragmented Benefits Integrated Ecosystem
(OVS)
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Our Four-Phase, Data-Led Implementation Plan

1. Assessment
& Baseline

We started by diagnosing the
root causes.

» Well-being surveys, claims
data analysis, focus groups

* Creating a “Well-Being
Heatmap" to identify at-risk
employee clusters.

2. Ecosystem
Design

We built a program tailored to
our specific needs.

* Developed a 12-component
program structured around
the four pillars.
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3. Activation 3
& Enablement

We embedded well-being into
the fabric of the culture.

* Leadership charter,
manager toolkits

* Multi-channel
communication strategy.

4. MEEISLII’EH'IEI'It
& Iteration Al

We used data to continuously
refine and scale the program.

* Quarterly business reviews
 Al-driven utilization insights
to optimize offerings.



The Four Pillars of Our Well-Being Ecosystem

Physical
Well-Being

e Annual health check-ups
& real-time dashboards

¢ Onsite ergonomics
assessments

e Virtual fitness platform
partnerships

e Preventive-care modules
(nutrition, sleep)

Mental
Well-Being

24/7 counselling
helpline

Manager training on
empathetic leadership

‘Mental reset’
workshops & no-
meeting lunch hours

Financial
Well-Being

e Personal finance
coaching

o Simplified insurance
literacy guides

¢ Emergency loan
facilitation

Social
Well-Being

¢ Community interest
groups & wellness
challenges

¢ Quarterly team
connection offsites

o Peer-led support circles



The Multiplier Effect: Empowering Managers to Lead the Change

Our single most important lever was enabling managers to model and reinforce healthy
behaviors. We equipped them to move from supervisors to well-being advocates.

The Manaqger Toolkit:
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Check-in scripts: To facilitate safe
conversations about well-being.

Workload review guides: To proactively
manage capacity and prevent overload.

®-
@

Burnout identification checklists: To spot
/ early warning signs in their teams.
Mandatory training: Focused on empathetic
leadership and psychological safety.
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The Impact: A 50% Uplift in Employee
Well-Being and Vitality

5278 3.2X

-27%

An ~50% improvement in the Increase in mental health Reduction in stress-related
average well-being score in resource usage, a positive absenteeism.
two years. indicator of reduced stigma and

increased psychological safety.

68% of employees reported "higher energy levels," up from a 34% baseline.

I 5% Baseline
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The Impact: A Clear and Significant
Return on Investment

S500K -20% -18%

Saved annually through Reduction in overall Drop in injury-related
insurance premium healthcare claims cost claims due to targeted
renegotiations based on over 24 months. ergonomic

improved workforce interventions.

health data.

/\/— Chronic disease progression slowed in 30% of the identified
high-risk employee population.



The Impact: A Stronger, More Engaged,
High-Performance Culture

+5-5+28

eNPS score improvement,
signaling a dramatic shift
in employee advocacy.
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22%->74%

Increase in participation rate
for wellness initiatives,
proving program resonance
and adoption.

-16%

Reduction in turnover in
previously identified
high-burnout units.

Manager well-being capability scores

increased by 20 points.



The Transformation at a Glance:
A Dashboard of Success

Well-Being Score Healthcare Claims Cost Engagement (eNPS)
52->78 +18% YoY - -20% +5 > +28
Wellness Participation Stress Absenteeism Turnover (High-Burnout Units)
22% > 74% Baseline > -27%  Baseline > -16%

Annual Savings from Program
S500K




Four Critical Lessons for Building a Sustainable Well-Being Culture

1. Culture Over Perks 2. Managers are the Multiplier
m} Well-being must be embedded into work ©) ,, Investingin manager capability to discuss
Jfos " rhythms (e.g., manager check-ins, meeting V7" workload, burnout, and stress is the single
& - L S 40 a4
. norms), not just offered as a separate benefit. highest-leverage activity for driving long
Leadership modeling is more powerful than term success.
any campaign.

3. Data-Led Personalization Wins 4. Soclal Connectionis a

e Superpower
~. | Use data from multiple sources (sentiment, -~ Theimpact of social well-being is often
“_“-r%?’? claims, utilization) to move beyond generic V' underestimated. Fostering a sense of

challenges and deliver interventions that belonging significantly boosts both well-
people actually need and use. being and retention.




The Outcome: A Self-Reinforcing Flywheel of Performance

Strategic Well-Being

Ecosystem
(Physical, Mental, Pinancial, Scy:_i_a]}

Reinforces a Stronger Improved

High-Performance Retention & Well-Being &
Culture Performance Resilience

Higher s oY
Engagement &
Productivity

Well-being is no longer a cost center.
It is the engine of our strategic advantage.



