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Creating a Workplace that Attracts and Retains Employees

MORE THAN 
JUST A PAYCHECK:



The work environment and the organization of work has been changing rapidly
(Tamers et al .  2020).  The recent labor shortage and its impact on worker well-
being is  one of the biggest issues facing employers.  During the past several
years,  many workers shifted to working remotely,  some left  the workforce
(often due to caregiving responsibi l it ies,  burnout,  and/or retirements) ,  and
others remained in a work environment that was drastical ly changed. This led
to a reduced workforce and additional  chal lenges with hiring.  The worker
shortage has a direct impact on safety due to understaff ing and overwork of
current employees,  lack of experience among new employees,  and the need to
quickly onboard workers.  There has also been a shift  in priorit ies among
workers,  who value more balance between work and personal l i fe,  f lexibi l ity of
when and where work can be done, and a sense of social  responsibi l ity from
their employers.  There is  a need for programs, policies,  practices to more
effectively impact communication,  support,  and workplaces to address these
challenges.
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Work Impacts Health & Well-Being
The connection between work and health is  well  established; however,  reports
of chronic stress and burnout among workers is  increasing (Ray et al .  2017,
American Psychological  Association 2019) .  These can be compounded by long
work hours and demanding schedules,  lack of supervisor or co-worker
support,  low wages and l imited or no benefits,  and harassment or
discrimination (Hammer and Brady 2021,  Hammer et al .  2021;  World Health
Organization 2020).  Organizational  changes are needed to address these
issues.  

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC7737298/
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The Impact of the Shrinking Labor Force on Health & Safety
Increased job growth and baby boomers exiting the workforce have led to
labor shortages.  Moreover,  others left  the workforce for personal reasons,
caregiving needs,  burnout,  or jobs offering more pay and/or f lexibi l ity (e.g. ,
the “great resignation”) .  In many workplaces this has led to increased job
demands due to understaff ing,  high turnover,  and an increased number of new
and inexperienced workers which has impacted health and increased risk for
injury.

Employees Want Different Work Arrangements
Alternative work arrangements have increased substantial ly (Bartik et al .
2020).  Employers recognize that remote or hybrid work arrangements can
satisfy workers ’  desires for work-life balance,  greater autonomy in when and
where they work,  and can attract and retain workers (McFall  2021) .  However,
even within a workplace,  some roles can support remote work while others
cannot.  This can lead to tensions in the workplace.  Additionally,  there can be a
blurring of boundaries between work and home.

The Unique Needs Of Workers Need to be Addressed
Workers needs vary and can impact work-life balance and subsequently well-
being (e.g. ,  caregiving responsibi l it ies,  aging,  need for an adapted work
environment) .  Fai l ing to implement workplace policies and practices to
address these needs can create a non-inclusive environment leading to stress
and burnout,  and ultimately turnover.  Equitably addressing al l  the needs of
these various groups can create additional  chal lenges for employers.   

https://www.bls.gov/emp/graphics/labor-force-share-by-age-group.htm
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COLLABORATIVE LEARNING COMMUNITY 
The Healthier Workforce Center of the Midwest (HWC) hosted a l ive virtual
meeting in August 2022 for employers struggling with recruitment and
retention.  Coined a Collaborative Learning Community (CLC),  the CLC was
designed to bring together employers,  researchers,  and practit ioners
throughout our region to share innovative ideas and best practices on how to
create a workplace that attracts and retains employees.  The webinar was
recorded and is avai lable to those who were not able to attend.

GOALS:
Describe how work influences health and well-being and impacts
recruitment and retention
Understand factors that impact recruitment and retention including
workplace health and safety
Identify ways to create a workplace that improves recruitment and
retention
Organize best practices into the National  Institute for Occupational  Safety
and Health (NIOSH) Worker Well-Being framework.

https://youtu.be/OwTxnjOg-xo
https://www.cdc.gov/niosh/twh/wellbq/default.html
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The Worker Well-Being framework* integrates worker health,  safety,  and well-
being across f ive domains,  including quality of l i fe during work and non-work
hours and mental  and physical  health.  These domains are described in detai l  in
the fol lowing sections.

Worker Well-Being Framework

Organizational  policies and culture directly impact worker well-being.  Policies
that address work balance and quality of l i fe can support employees both on
and off  the job.  Flexible work arrangements,  for example,  how, when, or where
work can be done can al low for caregiving responsibi l it ies,  a shift  to less
demanding work (e.g. ,  nurses working in ED rotating between departments)
and reduced commute times and expenses.  A key component of this domain is
providing employees with benefits (e.g. ,  health insurance addressing both
physical  and mental  health,  employee assistance programs).   

Workplace Policies and Procedures

*Chari R, Chang CC, Sauter SL, Petrun Sayers EL, Cerully JL, Schulte P, Schill AL, Uscher-Pines L. Expanding the Paradigm of
Occupational Safety and Health: A New Framework for Worker Well-Being. J Occup Environ Med. 2018 Jul;60(7):589-593. doi:
10.1097/JOM.0000000000001330. PMID: 29608542; PMCID: PMC6553458.
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Life outside of work does not stop when a work shift  begins.  The home,
community,  and society domain captures intangible factors such as l i fe
satisfaction and social  relationships,  as well  as tangible factors such as
financial  insecurity and activit ies outside of work (e.g. ,  caregiving demands) .
Acknowledging workers l ives outside of work and al lowing f lexibi l ity and/or
support when possible (e.g. ,  hybrid work environment,  f lexible scheduling) ,
can impact employee recruitment and retention and lead to vibrant
communities.   

Home, Community, and Society

The work evaluation and experience domain encompasses overal l  job
satisfaction,  which is  impacted by support at work,  the level  of  engagement
with the work being done, and the type and amount of work assigned (e.g. ,  too
much work may lead to fatigue and burnout) .  Workers who have high levels of
support from coworkers and supervisors are more l ikely to report they are
assigned a fair  amount of work,  to have a sense of purpose,  and are more l ikely
to stay.  

Work Evaluation and Experience

Workplace Physical Environment and Safety Climate
Worker well-being is  directly impacted by the physical  work environment.  This
domain focuses on a hazard free work environment and includes not only
physical  hazards (e.g. ,  noise,  unguarded machinery,  heights,  l i ft ing and
awkward postures)  but also psychosocial  hazards (e.g. ,  interpersonal confl ict ,
bullying/harassment,  and incivi l ity) .  El iminating these hazards is  the most
effective way to protect the health and safety of workers and to promote 
well-being.   

Health Status
It  is  well  known that workplace factors can directly impact health.  High
demands and low control  are associated not only with increased risk of
injuries,  but also chronic health conditions,  pain,  depression,  and substance
use disorders (Burton 2008).  High job demands can also impact health
behaviors such as hours and quality of sleep,  physical  activity,  and diet.  
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Support professional  development opportunities among your employees.  In
the future,  this may al low you to promote from within.  
Consider incentives that reduce strain for new employees,  especial ly those
who have been out of or new to the workforce.  For example,  one
organization provided a $200 gas stipend for new employees.  Another
group paid for job certif ication if  the employee stayed a certain amount of
time.
Support work-life balance.  When possible,  provide f lexible work
arrangements and al low employees some control  over when and where they
work.  
Model the behaviors you want to see in employees.  This can range from
modeling safe behaviors to work-life balance by using and encouraging the
use of paid t ime off  (PTO).
Build trust and respect with your employees by being relationally-focused
instead of task-focused.
Provide education and training,  both at hire and at regular intervals.  This
wil l  ensure that your workers have the ski l ls  and knowledge to perform
their job.
Ensure HR and safety policies are clearly stated and consistently
implemented.  Transparency is  important.  

Workplace Policies & Culture

Best Practices to Improve Recruitment and Retention 
Organized by the Worker Well-Being Framework
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Work Evaluation & Experience
Develop an onboarding program, including a “go-to person” or “buddy” to
field questions from new hires.  
Provide mentoring throughout employment.  Have a clear career path and
support professional  development.  
Show empathy.  For example,  one organization has “seek to f ind”
conversations (e.g. ,  instead of consequences for arriving late,  supervisors
wil l  assist  in f inding a cause and solution).  
Instead of exit  interviews,  conduct “stay interviews” to check in with
employees before they think about leaving.  Stay interviews help managers
plan and f ind ways to make staff  feel  l ike they are valued in the workplace.
Stay interviews have nothing to do with performance evaluation,  instead
they are about asking workers how they feel  in the workplace and how they
feel  about their work.
Find ways to build connections at work.  One organization held sessions
where staff  were given an opportunity to talk about the personal and
professional  chal lenges they have experienced.
Provide leadership training for management so they are prepared to
address employee concerns and support them when they are dealing with
challenging issues.  
Match an employee’s tasks/job with their ski l l  set or provide training.  
Recognize employee achievements.  

"Recruit leaders from within an
organization. Have a lot of opportunity
for growth – so seeing coworkers
transition into higher positions has
influenced people to stay and try and
move up the ladder."

"Consistent messaging from the top down
has proven successful. The relationship
between employees and their direct
supervisor is critical."

"Individuals want to be involved in
decision making around their job."



www.HealthierWorkforceCenter.org 9

"Burnout is a longstanding
issue especially with

teachers...daycare for children
and other factors impacting

being able to stay in the
workforce."

"Work-life balance is
still a pain point,

especially...for non-
admin/office
personnel."

Home, Community, & Society

Recognize employees'  competing demands from work and non-work
activit ies.  
Show empathy.  If  employees know you care,  they wil l  be more l ikely to
come to you when they have a problem. 
Role model work-life balance.
When possible,  provide solutions to help your employees manage work and
life.  Implement programs and policies that promote family friendly
workplaces.  This could include non-standard work arrangements that al low
them some control  over when and where they work.  
Consider creating committees to plan events or opportunities to bring
people together and help foster community.  
Create opportunities to work with local  communities to promote social ly
responsible practices and programs (e.g. ,  provide paid opportunities to
volunteer,  develop partnerships with local  non-profits,  donate supplies to
community groups) .



www.HealthierWorkforceCenter.org 10

Workplace Physical Environment
Eliminate al l  types of workplace hazards including harassment,  bullying,
and violence.
Model safe behaviors.  Employees wil l  do what they see you do.
Support remote and hybrid workers by providing the right technology.  
Create a well-equipped, comfortable,  and agreeable work environment that
encourages collaboration.  Consider layout and design,  temperature,  noise,
and green space.

Safety Climate
Empower your employees by encouraging them to speak up if  they see or
experience something unsafe.  
Have a clear reporting system and no repercussions for reporting hazards.  
Consider short,  frequent safety training to make it  more digestible.
Uti l ize lunch-and-learn,  toolbox talks,  newsletters,  and paycheck inserts as
opportunities to address concerns and to encourage behaviors that prevent
injury and promote health and well-being.



Health Status
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Provide benefits and resources for employees to address physical  and
mental  well-being.  This may include benefits such as employee assistance
programs, extended sick days,  and f lexible work arrangements.
Job accommodations can ensure people remain in the workplace.  Create an
environment that supports al l  employees and el iminates barriers in their
return to work.
Burnout and fatigue are rampant in industries such as healthcare,
education,  and caregiving.  Start by setting real istic expectations and offer
support by asking employees how you can help them do their job better.

Utilize the workplace to support health
promotion and disease prevention.
Examples include health insurance

coverage for prevention, policies that
promote healthy behaviors (e.g.,

tobacco-free campus), eliminating
both physical and psychosocial threats

in the workplace, and implementing
program that support physical activity,

access to healthy food, and health
education. 

-https://www.cdc.gov/workplacehealthpromotion/model/index.html



Assessing Worker Well-Being
Mental Health Success at Turner Construction
Burnout
Non-Standard Work
Information Privacy: Protect Worker Data
De-Escalation Approaches for a More Harmonious
Workplace
Hazard Mapping
Mental Health Policies in the Workplace Webinar
The Multi-Generational Workforce
Managing Remote Workers Webinar
An Introduction to Emergency Preparedness
Inclusive Design

Work-Related Factors Impacting SuicideF
Protecting Worker Well-Being in ImmigrantF
Populations
Successful Safety Culture at Parker HannifinF
Gratitude in the Workplace
Increasing Workplace EAP Utilization
The Value of EAPs
Leadership Behaviors
Employee Engagement
FMental Wellness
Marijuana and the Workplace: Policy
Fatigue
Visible Felt Leadership

You can find more resources for employers at
www.healthierworkforcecenter.org

Free HWC Videos and Podcasts Addressing 
Recruitment and Retention Topics 

Click to Access

https://www.youtube.com/watch?v=ZJ7i66uWYzc
https://www.youtube.com/watch?v=kPNwFwmUodw
https://www.youtube.com/watch?v=Pd9oFwcfEbo
https://www.youtube.com/watch?v=011yka8d97A
https://www.youtube.com/watch?v=EyFeqVd9SxE
https://www.youtube.com/watch?v=EaXRYn5jZoI
https://www.youtube.com/watch?v=GNaI387QSQ0
https://www.youtube.com/watch?v=fyuw3Nei6Ew
https://www.youtube.com/watch?v=BGhSrnN-S7U
https://www.youtube.com/watch?v=phqWg_DoUjU
https://www.youtube.com/watch?v=pXkOscAY8zk
https://www.youtube.com/watch?v=1yqQP8gaOOM
https://soundcloud.com/healthierworkforcecenter/work-related-factors-impacting-suicide
https://soundcloud.com/healthierworkforcecenter/protecting-worker-well-being-in-immigrant-populations
https://soundcloud.com/healthierworkforcecenter/successful-safety-culture-at-parker-hannifin
https://soundcloud.com/healthierworkforcecenter/gratitude-in-the-workplace
https://soundcloud.com/healthierworkforcecenter/increasing-workplace-eap-utilization
https://soundcloud.com/healthierworkforcecenter/the-value-of-eap
https://soundcloud.com/healthierworkforcecenter/leadership-behaviors
https://soundcloud.com/healthierworkforcecenter/employee-engagementhttps:/soundcloud.com/healthierworkforcecenter/employee-engagement
https://soundcloud.com/healthierworkforcecenter/mentalwellness
https://soundcloud.com/healthierworkforcecenter/marijuana-policy
https://soundcloud.com/healthierworkforcecenter/fatigue
https://soundcloud.com/healthierworkforcecenter/visible-felt-leadership
http://www.healthierworkforcecenter.org/

