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Foreword 
 

For as long as we can remember, organizations have been striving to create work places which enable 

their people to give their best. In the beginning the focus was on “Job Satisfaction”, then came the 

emphasis on “Employee Engagement”. In the recent past, the question on every leader’s mind is “How 

do I create work places in which people are both “happy” and at their best?  

The “Well-Being” of people that leads to sustainable happiness on one hand and excellence in 

performance on the other is the new focus. 

The School of Inspired Leadership (SOIL) was set up to pursue this quest by developing leaders with 

strong character, deep competence and infectious enthusiasm, who would create organizations that are 

benchmarks in “Happiness and Excellence”. 

The purpose of the school is to enable our stakeholders, such as customers, employees, shareholders, 

community and Mother Nature, to heighten their well-being. We believe that “work places” have a 

profound impact on the culture of our times as one spends more time at the workplace as compared to 

at home. If all the Employees look forward to work and return home each day with “Joy and Positive 

Energy”, our communities are nourished and our nations become healthier. 

SOIL is a strong believer in the power of appreciative inquiry and has propagated the value of studying 

the positives and leveraging them to overcome all challenges. This focus has naturally led us to gravitate 

towards the concept of Happiness in organizations, which is a step beyond the research’s current focus 

on Employee Engagement. 

Instead of turning to the West to create a model of Happiness, we decided to utilize our own rich 

scriptures to study the basic tenets of the concept and develop a model around the same. Our model of 

Happiness is based on the Vedantic model of Happiness, called the Panch Kosa model. It is adapted 

from the Patanjali Yoga sutra. 
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Executive Summary 
 

A study in the year 2015, by economists at the University of Warwick found that happiness led to a 

12% spike in productivity, while unhappy workers proved 10% less productive. It must also be noted 

that unhappy employees are more prone to taking leave and 11 times more likely to switch jobs. 

Therefore, every growing organization, needs to ensure that the leadership team is aware of the current 

levels of happiness, its sources, enablers and areas of improvement.   

XYZ, One of the leading and fastest growing personal and healthcare businesses in India. Markets 

personal and health care products across 60 countries. XYZ has a strong distribution network of 3250 

distributors through which its products are available over 4.3 million retail outlets across India. They 

have a strong value system evolving best practices for enhancing and improving – Organizational & 

Employee Capability for maximizing organizational objectives. People processes / practices have been 

designed and executed to facilitate these in a conducive work environment 

SOIL invited XYZ to be a charter member of this pilot study on Happiest Organizations to Work In. 

The objective was to study the enablers of employee happiness at an organizational and individual level 

through our Happiness Model.  

Studying 228 respondents revealed that XYZ employees are happiest with their intellectual well-being. 

A majority shared that more could be done for physical well-being and organizational spirit.  
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The Happiness Model (Happy Places to Work) 
 

SOIL’s research on “Happiness” is based on leveraging Eastern wisdom; and linking it to contemporary 

practices for achieving high standards of well-being and performance.  

SOIL’s Happiness model considers each organization as a living entity. Each of the five layers of well-

being (described below) symbolize characteristic features of the organization, which when aligned with 

each other result into a happy organization.  

The five layers also operate at the individual level and are impacted by the choices that individual’s 

make in their personal lives, including their lives outside the workplace. The Happiness Model provides 

a systematic way to measure well-being at each of the layers, in the context of both the employee and 

the organization respectively. This comprehensive view of well-being makes available several enablers 

at the individual and organizational levels that can be used to enhance overall Happiness. SOIL’s 

Happiness Model explicitly recognizes that Happiness depends on both organizational and individual 

actions.  

The Vedantic Model postulates that Happiness in every individual operates through the five layers given 

below. 
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The operationalization of the different layers is as follows:  

• Physical Well-Being – This layer denotes the physical space, ambience, and levels of comfort 

experienced by the individual in the organization and outside. 

• Communication Well-Being – This layer denotes the quality and frequency of energy and 

information flow experienced by the individual, through various communication channels, in 

the organization and outside. 

• Emotional Well-Being – This layer demonstrates the positive emotions experienced by the 

individual characterized by a sense of community, serving others, deep relationships and 

belongingness at the organizational and individual level. 

• Intellectual Well-Being – This layer represents a perception of enhanced learning, autonomy 

and intellectual growth by the individual. It is manifested in the actions the individual takes to 

learn on his own, and in the  structures, systems , processes and ‘nudges 'of the organization 

which enhance his learning and knowledge. 

• Inner Happiness (Bliss) –This layer  is characterized by a high sense of Awareness , Purpose  

and alignment to core tenets (values) that give meaning to an individual’s Life. It is impacted 

by the Organizational Vision and values. 

 

How is our Model Different? 

Other employee engagement models have restricted themselves to factors inside the organization and 

measured the employees’ engagement only with respect to those factors. SOIL’s model while 

acknowledging the impact of organizational actions on the engagement and happiness of employees, 

also takes into account the impact of choices made by employees outside their place of work.   

• The SOIL Happiness Model underscores the importance of “holistic” happiness.  

• It measures happiness at the five layers, and recognizes that actions and factors at the 

organizational level and those taken by the individual in his life, both impact happiness. 

•  It focuses attention on the Organization’s “Circle of Influence’’ and its “Circle of Concern’’ 

regarding employee Well-Being and Happiness 
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Methodology 
 

The Happiness survey was administered to employees across XYZ. There were 92 items in the survey. 

The quantitative questions had to be responded on a Likert scale 5 (ranging from strongly agree to 

strongly disagree). The items pertained to the individual and the organizational aspects of the five layers 

described above. 

The survey was administered through an online link which was sent to the point of contact at SPOC, 

which was cascaded to the respondents by the appointed SPOC of the organization.  

The dipstick survey was answered by 228 employees from XYZ. The analysis of the survey has been 

done at individual and organizational levels.  

For the quantitative data, the averages across the 5 layers were calculated and analyzed. Subsequently, 

a regression analysis was conducted to arrive at the most significant factors contributing to individual 

and organizational happiness.  The qualitative data was coded using thematic analysis where significant 

themes were drawn out and analyzed. 
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Our Analysis 
 

An analysis of the Happy Place to Work Survey at XYZ demonstrates that the average scores across 

the 5 layers at organizational and individual levels were within a range of 3.18 – 4.21, respectively. 

A significant trend seen throughout the organization is that employees seem to be happier in their 

personal lives as compared to their professional life in the organization. 

In the subsequent sections, we have analyzed the happiness at each of the five layers, with respect to 

our chosen factors of happiness with the help of simple averages and regression. 

 

Physical Well-Being 

                                                                             Table 1.1 

Parameters Food Music Appearance Hygiene Exercise Overall 

Individual Mean 4.16 3.75 4.27 4.63 3.59 3.89 

Organization Mean 3.26 2.95 3.99 4.14 2.23 3.15 

Difference 0.91 0.80 0.28 0.49 1.36 0.74 

 

 

Individual Level 

 
 

 

From the above graph, it is observed that: 

• The employees are happiest with the cleanliness & hygiene of their homes 

• The employees feel that currently they may not be focusing on their physical health specially 

by exercising regularly  
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Insights from Regression Analysis 

• Exercising for good health has maximum impact on overall physical well-being.  

Organization Level 

 

 

From the above graph, it is observed that: 

i) Employees agree that the organization provides for clean and hygienic premises and a 

decent physical appearance, but they do not provide employees with facilities to exercise.  

ii) Music is also not played at the workplace. 

iii) Employees also feel that the organization can provide wholesome food at the workplace.   

 

Insights from Regression Analysis 

• Provision of facilities for exercise and cleanliness at workplace have the maximum impact on 

overall physical well-being, followed by provision of wholesome food.  

 

Comparison (Individual & Organization) 

From Table 1.1, we analyzed the difference of employee perception for the same factors and found 

that: 

• Employees eat wholesome food at home, while there is scope for the organization to provide 

wholesome food.  

• Employees are exercising comparatively more in their personal life, and the organization is 

currently not providing facilities for exercise. This factor has the highest perceived difference. 

• Employees listen to music in their lives to enhance physical well-being, while music is not 

played in the organization.  
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Communication Well-Being 

Table 1.2 

Parameters Empathy Transparency Venting/ 

Releasing 

Free Flow Diverse 

Groups 

Effective 

Feedback 

Overall 

Individual Mean 4.03 4.38 4.11 4.21 4.15 4.15 4.15 

Organization Mean 3.11 2.95 3.09 3.26 3.34 3.20 3.29 

Difference 0.92 1.44 1.02 0.96 0.81 0.95 0.87 

 

 

Individual Level  

 

 

From the above graph, it is observed that: 

i) Employees agree that they practice all important aspects of communication.  

ii) Employees agree that they communicate in a transparent manner and there is no gap 

between what they feel and say. 

iii) Employees however, feel that they may not be at their best when it comes to understanding 

how others feel.  

. 

Insights from Regression Analysis 

From regression analysis it is observed that transparency in communication, i.e. no gap between what 

is felt and said has maximum impact on overall communication well-being.  

 

 

 

 

 

 

 

4.03
4.38

4.11 4.21 4.15 4.15 4.15

1.0

2.0

3.0

4.0

5.0

Empathy Transparency Venting Free Flow Diverse Groups Effective

Feedback

Overall

Communication Well-Being - Individual Level



 

13 
 

SOIL’s Happy Places to Work Study 

Organization Level  

 

 

From the above graph, it is observed that: 

i) Employees believe that on all factors of communication the organization needs to do much 

more than they are doing currently. 

ii) Employees strongly feel that the organization does not have transparent communication, 

and there is a gap between what people feel and what they say.  

iii) When it comes to encouraging them to speak up when something is bothering them, 

employees see it as an area of improvement.  

iv) Similarly, employees feel that in case of enabling empathy and handling feedback are areas 

where the organization can focus more. 

 

Insights Regression Analysis 

• Facilitation of free flow of communication and being sensitive to diverse groups of people in 

the organization both have an equally high impact on overall communication well-being.  

Comparison (Individual & Organization) 

From Table 1.2, we analyzed the difference of employee perception for the same factors and found 

that: 

• There is a significant difference in employees’ perception for the same factors at both levels. 

The differences are high as compared to our universal data trends (28 organizations).  

• All factors are much higher at the individual level and much lower at the organizational level. 

• Employees perceive a significant difference for transparent communication, i.e. no gap between 

what is felt and what is said, where transparency is much higher at the individual level. 
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Emotional Well-Being  

Table 1.3 

Parameters Appreciation Gratitude 

Openness & 

Trust in 

Relationships 

Stories 

of Joy 
Celebrations 

Making 

Others Happy 
Overall 

Individual Mean 4.18 4.18 4.35 3.80 4.14 4.45 4.10 

Organization 

Mean 
3.28 3.50 3.35 2.84 3.37 3.25 3.34 

Difference 0.90 0.68 1.01 0.97 0.77 1.20 0.76 

 

Individual Level 

 

 

 

From the above graph, it is observed that: 

i) Employees strongly agree that they derive happiness from making others happy and that 

they also focus on building openness and trust in relationships. 

ii) However, they feel they are not doing enough to elicit stories of joy when people have 

been at their joyful.  

 

Insights from Regression Analysis 

• It is observed that celebrations is one of the most important factor to maximize overall 

emotional well-being. 
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Organization Level 

 

 

From the above graph, it is observed that: 

i) Employees believe that on all factors of emotional well-being the organization needs to do 

much more than what is being done currently.  

ii) The organization does not provide opportunities to share stories when employees have been 

at their joyful best. 

iii) There is scope for improvement in all areas, especially deriving happiness from making 

others happy or undertaking projects for serving the needs of the larger community and 

regularly appreciating colleagues.  

 

Insights from Regression Analysis 

• Encouraging employees to celebrate festivals together to derive happiness has the maximum 

impact on *overall emotional well-being.  

 

Comparison (Individual & Organization) 

From Table 1.3, we analyzed the difference of employee perception for the same factors and found 

that: 

• There is a significant difference in employees’ perception for the same factors at both levels.  

• There is a significant difference in how employees feel about deriving happiness by making 

others happy or doing something for the larger community.  

• They feel they do not get enough opportunities at the organization level to participate in 

community service.  

• Encouraging employees to share stories of times when they have been at their joyful best, 

appreciating their colleagues and building openness and trust in relationships are all much lower 

at the organization level. Employees follow all these more in their personal lives.  
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Intellectual Well-Being  

Table 1.4 

Parameters Learning Answering 

Critical 

Questions 

Meaningful 

Information 

Creative 

Alternatives 

Commitment 

to Action 

Learning 

from 

Failures 

Overall 

Individual Mean 4.49 4.15 4.50 3.93 4.09 4.25 4.06 

Organization Mean 3.67 3.53 3.74 3.70 3.54 3.05 3.32 

Difference 0.82 0.62 0.76 0.23 0.55 1.2 0.74 

 

Individual Level 

 

 

 

From the above graph, it is observed that: 

i) Employees agree that they practice all important aspects of Intellectual Well-Being. 

ii) Employees strongly agree that they are making continuous efforts to learn and are also 

gathering meaningful information before taking important decisions.   

iii) They also take failures as opportunities for learning.  

iv) However, they are not generating creative and doable alternatives before arriving at 

important decisions.  

 

Insights from Regression Analysis 

• Learning from every opportunity has the maximum impact on overall intellectual well-being.  
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Organization Level 
 

 

 

From the above graph, it is observed that: 

i) Employees agree that the organization does not seem to be practicing all important aspects 

of Intellectual Well-Being. 

ii) Employees agree that the organization encourages gather meaningful information and think 

of several creative and doable alternatives before making decisions.  

iii) It seems that the organization has not been able to inculcate a culture of enabling employees 

to learn from failures to drive out fear.  

 

Insights from Regression Analysis 

• Building a culture of celebrating failures as learning experiences which drive out fear has 

maximum impact on overall intellectual well-being.  
 

Comparison (Individual & Organization) 

From Table 1.4, we analyzed the difference of employee perception for the same factors and found 

that: 

• There is a significant difference in employees’ perception for the same factors at both levels.  

• Employee responses outline the fact that they are much more open to learning from failures in 

their personal life, than organizational life.  

• The organization does not have a culture of celebrating failures as learning experiences which 

drive out fear.  

Inner Happiness (Bliss) 

Table 1.5 

 

Parameters 

 

Values 

 

Vision 

Action 

to 

Vision 

 

Meditation 

Regrets 

about 

Past 

Anxiety 

of the 

Future 

Learning 

from New 

Experiences 
Humility Overall 

Individual Mean 4.27 4.14 4.09 3.62 3.34 2.55 4.14 4.15 3.89 

Organization Mean 3.40 3.87 4.10 3.10 3.46 2.42 3.75 3.54 3.52 

Difference 0.87 0.27 -.02 0.52 -0.11 0.14 0.39 0.61 0.37 
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Individual Level 

 

 

From the above graph, it is observed that: 

i) Employees agree that they are inspired their personal vision (purpose) in life, derive 

meaning in life from their values and are humble about their achievements. 

ii) Employees feel a high level of anxiety about the future and also have regrets about the past.  

iii) Employees feel that they do not connect with the universe enough by doing meditation / 

silence or prayer.  

 

Insights from Regression Analysis 

• Taking actions to live one’s vision has the maximum impact on overall inner happiness. 

 

Organization Level 

 

 

From the above graph, it is observed that: 

• Employees agree that they are inspired by the vision and are highly committed to take action to 

live their organization’s vision.  

• Employees also agree that the organization is quite anxious about its future.  
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• They agree that the organization does not provide opportunities where they can connect with 

the universe by practicing silence/prayer/meditation.  

• Employees also do not feel connected with the organization’s values, and agree that they may 

not be deriving meaning in their own lives from the organization’s values.  

 

Insights from Regression Analysis 

• From regression analysis it is observed that being inspired by the organization’s vision and 

practicing humility after every achievement have a high impact on overall inner happiness of 

the organization.  

 

Comparison (Individual & Organization) 

From Table 1.5, we analyzed the difference of employee perception for the same factors and found 

that: 

 

• Employees feel anxious about the future and they also feel the same for the organization being 

anxious about its future. 

• Employees are not meditating in both personal and professional lives, while at the organization 

level the scores are lower.  

• Learning from new experiences, moving past past successes is a habit the organization have not 

been able to adopt.  

• Employees feel that they derive meaning in life from their personal values, but are not fully 

connected with the organization’s value system.  

 

Sources and Enablers of Happiness 

The affinity of qualitative employee responses, suggested that the below five are sources and enablers 

of happiness at XYZ.  
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Areas of Improvement to Enhance Happiness 

The affinity of qualitative employee responses, suggested the following as the most important areas of 

improvement to enhance happiness at XYZ.   

 

 

 

 

.  

17%

41%
17%

25%

Areas of Improvement

Employee Engagement - Get togethers, family day,

celebrations, recreation

Employee Welfare - 5 days week, Facilities,

Transport, Mental & Physical Health

Performance & Pay - Equality, Fairness & Structured

Career Pathing

Trust, Openness & Transparency
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Overall Insights – Universe (all 28 companies) 

 

 

 

 

 

PHYSICAL WELL-BEING  

• Employees regard home food as more wholesome compared to the food provided at their 

place of work 

• Exercise has the maximum impact on physical well-being, both at individual and 

organization levels.  

• Employees are not exercising much, either in their personal lives or at the workplace.  

• Employees have expressed the need for exercise facilities at the workplace.  

Question: As employees spend most of their day at work, including commute time, do they 

expect the organization to make physical well-being a part of their day to day routine? 

COMMUNICATION WELL-BEING 

• Employees are able to exhibit much higher levels of openness and transparency in their 

personal lives than at the workplace.  

• Employees feel the need for increased Trust and Mutual Respect, more interdepartmental 

connect, increased openness and transparency in organizations. 

Question: Does this suggest that in organizations, employees hesitate in opening up and 

hierarchies or departmental boundaries hinder their communication?  

 

EMOTIONAL WELL-BEING 

• In their personal lives Employees experience a sense of well – being by serving others.  

• Organizations may not be providing enough opportunities to serve the community and 

enhance their emotional well-being.  

• Employees feel that it is harder to create open and trusting relationships in organizations; 

it seems easier in their personal lives.   

• Some organizations have institutionalized community building programs as part of their 

culture and these have been mentioned by employees as sources of happiness.  

Question: Why is it difficult to build open and trusting relationships in organizations? 
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Key Focus Areas 
 

• We have observed a comparatively gap between individual and organization scores as against our 

overall findings. This indicates a scope of improvement on all aspects of well-being at XYZ. Below 

are some key focus areas, which means areas where impact is maximum and scores are lowest. 

These if acted upon quickly can lead to an instantaneous increase in happiness.  

• Providing facilities for exercise in the workplace and stressing the importance of physical well-

being can lead to immediate increase in physical well-being of XYZ employees, in their personal 

and organizational lives.  

• Employees feel the need for more focus on communication well-being in XYZ, especially giving a 

boost to transparency, free flow and being sensitive to diverse groups would lead to an increase in 

this areas.  

INTELLECTUAL WELL-BEING 

• “Learning” has maximum impact on overall intellectual well-being.  

• Employees seem to be more comfortable taking risks in their personal lives Organizations don’t 

seem to be able to inculcate a culture of risk taking and learning from failures 

• Because of the organization’s premium on speed and deadlines, employees do not generate 

enough alternatives before making important decisions.  

• Employees also agree that opportunities to learn and rewards for innovative suggestions are high 

sources of happiness. 

Question: How can we build a balanced culture where we encourage healthy risk taking and 

innovation, where successes are rewarded and failures are not penalized/ judged.   

INNER HAPPINESS (BLISS) 

• The Organization’s vision is a significant  source of inspiration for employees 

• It is extremely important for the employees’ personal vision (purpose) and organization’s vision 

to be aligned.  

• Employees agree that the organization’s vision, adherence to organizational values, being proud 

of the brand they are part of and having a sense of belongingness for the organization leads to 

inner happiness.  

• Employees are not fully ‘Present’-  there is significant anxiety about the future and regrets 

about the past 

• Meditation has low scores at individual and organizational levels-it can have a huge positive 

impact on inner happiness if practiced more. 

Question: How can we incorporate conversations around employees’ personal vision at the 

workplace and look at vision/ values alignment in the hiring process itself?  
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• Building openness and trust in relationships in the organization is felt as an important aspect to 

increase emotional well-being of XYZ employees.  

• Providing opportunities to learning is the biggest enabler of intellectual well-being for your 

employees. Employees feel a lot more can be done in this regard.  

• Lastly, if the organization focuses on aligning employees’ personal vision and organization’s vision 

they would definitely take action on it and this would lead to bliss or inner happiness.  

 

SOIL’s Happiness Practice 
 

SOIL’s Happiness Practice incorporates the following: 

• Happy Places to Work 

– Annual study –Q3 –July-Sept 2018 

– Annual Event-November 2018 

• Happiness Consulting  

– Physical Well-Being 

• Suggest Actions to maximize well-being 

– Communication Well-Being 

• Suggest Actions and Partner for implementation 

– Open Space Technology, Large Scale Workshops 

– Emotional Well-Being 

• Suggest Actions and Partner for implementation 

– Coaching, Talent Appreciation 

– Intellectual Well-Being 

• Suggest Actions and Partner for implementation 

– Leadership Development/Capability Building 

– Inner Happiness 

• Suggest Actions and Partner for implementation 

– Vision values articulation and Deployment 
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