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Most companies invest in wellness programs, but few
can clearly explain the return.

More than half of U.S. workplaces offer wellness
initiatives today, and that number jumps to over 90%
for larger organizations, according to the
latest workplace health promotion research.

But when leadership asks: “Is this actually working?”
it’s not always easy to answer.

This Guide breaks down:

Why do companies invest in wellness?

Why Companies Invest in
Wellness

Why ROI in Wellness Is So
Hard to Measure
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To get a more complete picture, it helps to look at ROI across three areas:

Most wellness programs are judged on one thing: Healthcare Cost Savings.

While that’s an important metric, it only tells part of the story.

Wellness programs are designed to influence behaviors—like increasing activity levels, improving
preventive care participation, or reducing stress. These changes don’t happen overnight, and their
impact often builds gradually over time.

Because of this, ROI can appear inconsistent.

Some programs show strong financial returns, while others show little to no measurable impact—
especially in the early stages. This doesn’t necessarily mean the program isn’t working. It often
means it’s being measured too early, or too narrowly.

Another layer of complexity comes from how different programs are structured.

Programs that target high-risk employees can drive faster, short-term savings—but only impact a
small portion of the workforce. In contrast, lifestyle-focused programs take longer to show results,
but influence a broader population and drive more sustainable, long-term impact.

At the same time, many of the most meaningful outcomes - like improved morale, better focus, or
stronger team dynamics - are harder to quantify, even though they directly affect performance.

Why ROI in Wellness Is So Hard to Measure
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Where ROI Actually Comes From

Health Costs
Reducing claims and managing chronic conditions

Employee Behavior
Improving productivity, reducing absenteeism, and increasing day-to-day
performance

Focusing on just one of these will almost always understate the true impact of a wellness program.

Recruitment and Retention
Supporting engagement, job satisfaction, and company culture



Step 1: Understand Your Investment

Start by identifying the full cost of your program:

Platform or vendor fees

Incentives and rewards

Step 2: Define What You’re Measuring

Absenteeism

Healthcare costs

Rather than tracking everything, focus on 1–2 key outcomes:

Step 3: Calculate Your Break-Even Point

Rather than trying to prove a full ROI, start by asking:

“What needs to happen for this program to pay for itself?”

Engagement

Productivity

Why This Approach Works

Internal administrative time

Measuring ROI in workplace wellness can feel overwhelming, especially when results don’t show up
in obvious ways right away.

Many programs take time to influence behavior, and even longer to impact costs. That’s why trying
to calculate a perfect ROI number too early often leads to frustration or worse, the assumption
that the program isn’t working.

Instead, a more practical approach is to focus on what success looks like for your organization
and build a simple framework around that.

A Simple Framework for Measuring ROI
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This shifts the conversation from proving value to
understanding impact.

ROI doesn’t always show up immediately, especially in the first year of a program.

Focusing on break-even provides a clearer, more realistic benchmark, while giving programs the
time they need to influence behavior and drive meaningful results.



Healthcare Cost Reduction (Short-Term Impact)
Programs that support employees with existing health conditions can lead to more
immediate cost savings by reducing hospital visits, improving disease management,
and addressing high-cost risk factors.

However, these programs typically affect a smaller segment of the workforce, which
limits their overall reach.

Where ROI Becomes Tangible

Once a framework is in place, the next step is understanding where measurable impact tends to
show up.
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Behavior Change (Long-Term Impact)
Long-term ROI is often driven by small, consistent behavior changes across a broader
population. This includes:

Increased physical activity

Better nutrition and sleep habits

Higher rates of preventive care

Even modest improvements in these areas can have a meaningful impact over time.

In fact, research suggests that employees who engage in regular physical activity
report noticeably higher levels of productivity - meaning even small gains can offset
the cost of a program.

Productivity & Absenteeism
Improved health behaviors often translate into:

Fewer sick days

Better focus and energy

More consistent performance

These outcomes are sometimes overlooked because they’re harder to measure
directly, but they play a significant role in overall ROI.

One of the most important insights when evaluating ROI is this: It doesn’t take a large
improvement to justify the investment.

In many cases, a very small increase in productivity among engaged employees is enough for a
program to break even—before even factoring in reduced absenteeism or improved morale.



Direct Financial Incentives

The success of a wellness program isn’t just determined by its design, it’s shaped by how it’s
implemented and evolved over time.

How to Maximize ROI Over Time

6

Without consistent engagement, even the best-designed programs won’t deliver meaningful
results. Incentives, ease of use, and clear communication all play a role in driving participation.
over time.

Focus on Sustainable Behaviors

Programs that encourage ongoing habits - like regular exercise, preventive care, and daily
wellness activities - tend to produce stronger long-term outcomes than one-time initiatives.

Measure What Matters

Look beyond surface-level metrics and track indicators that reflect real impact:

Participation trends over time

Changes in employee behavior

Productivity and absenteeism signals

Employee feedback and sentiment

Continuously Improve

Wellness programs are not static.

Regularly gathering feedback, reviewing results, and making adjustments ensures the program
stays relevant and continues to deliver value.



Final Thought

ROI in workplace wellness isn’t about calculating a perfect number.

It’s about understanding whether the program is creating meaningful, measurable progress - for
both employees and the organization.

If a program is driving engagement, improving behaviors, and reaching its break-even point, it’s
already delivering value.

Looking to better understand the impact of a wellness program?

Contact our benefits specialists today to explore solutions tailored
to your organization’s needs.

Speak with a Wellness Expert

Scan to Connect with
a Benefits Specialist
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