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Executive Summary 

Here's what every CFO and CHRO needs to understand: employee disengagement isn't 

just a soft HR metric. It's a $438 billion productivity drain. Gallup's 2025 State of the 

Global Workplace report reveals that elevating engagement to best-practice levels 

(70%) could unlock $9.6 trillion in global GDP. That’s a 9% increase in global economic 

output. 

What piques the interest of finance leaders is the existence of robust frameworks for 

quantifying ROI. Harvard researchers discovered that for every dollar invested in 

workplace wellness, medical costs decrease by $3.27 and absenteeism costs by $2.73, 

which combine for a 6:1 return. Johnson & Johnson documented $250 million in 

cumulative healthcare savings over a decade. 

This white paper bridges the gap between HR strategy and financial performance. We 

demonstrate precisely how strategic workplace automation leads to measurable 

improvements in retention rates, employee productivity, and bottom-line profitability. The 

ROI is not just compelling, it's a reason for optimism: a 500-person organization 

implementing workplace automation can achieve an 18.5:1 return on investment (ROI) 

in the first year through reduced turnover ($2.25M), reclaimed productivity ($2.50M), 

and wellness savings ($140K), against a $250K investment. 

We position automation as digital ergonomics—a systematic approach to reducing 

cognitive friction and preserving mental energy. When you automate the repetitive 

friction that defines the modern workday, you don't just save time. You create the 

conditions for focus, creativity, and genuine engagement, relieving your workforce from 

unnecessary stress and fostering a hopeful environment for the future. 

 

© 2025 Richtech Robotics | Page 2 



The Human Capital Deficit: What Disengagement Actually 
Costs 

Let's start with the numbers that should make every CFO uncomfortable. 

The Global Engagement Crisis 

Employee engagement fell to 21% globally in 2024.  

Gallup's research is clear: nearly four out of five employees aren't psychologically 

committed to their work. They're not innovating, not going the extra mile. This 

disengagement is costing organizations real money. 

Here's the calculation that gives this abstract concept financial teeth: 

•​ Each disengaged employee costs 18-34% of their annual salary in lost 

productivity, higher error rates, and harmful cultural impact 

•​ A 500-person company with $60,000 average salary and 60% disengagement 

translates to $1.2 million in annual losses 

•​ Managers account for 70% of team engagement, yet their engagement dropped 

from 30% to 27% in 2024, the sharpest decline of any group 

Gallup's Q12 Meta-Analysis covers 456 research studies across 112,312 business units 

and 2.7 million employees in 54 industries. The correlation between engagement and 

business outcomes is unambiguous: 

•​ 23% higher profitability (top quartile vs bottom) 

•​ 18% higher productivity in sales 

•​ 81% lower absenteeism 

•​ 43-59% lower turnover (varies by industry) 

•​ 64% fewer safety incidents 
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The Managerial Breaking Point 

Your managers are drowning. Deloitte's 2025 Global Human Capital Trends found that 

managers spend 40% of their time on administrative tasks and firefighting. Only 13% 
on developing their people. 36% feel unprepared for their roles. 40% report declining 

mental health after becoming managers. 

HAPPINESS INSIGHT #1 
This isn't leadership failure. It's a system failure. We've built a 
workplace where the people most responsible for driving engagement 
have the least capacity to do it. They're coordinating instead of 
coaching. Buried in paperwork when they should be developing talent. 
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The Digital Overload Crisis 

Microsoft's 2025 Work Trend Index refers to it as the "infinite workday." Analysis of 

trillions of productivity signals from Microsoft 365 reveals that the average employee is 

interrupted every two minutes during core work hours. 

117 emails per day. 153 Teams messages. Meetings after 8PM increased by 16% 

year-over-year. After-hours chats up 15%. This isn't productivity. It's cognitive chaos. 

HAPPINESS INSIGHT #2 

80% of the global workforce says they lack time or energy to do their 
job effectively. This digital friction doesn't show up in traditional 
wellness ROI calculations, but it's the primary driver of modern 
burnout. And it's exactly what strategic automation can fix. 

The ROI of Engagement and Wellness: The Financial Case 

Now flip the equation. What does a thriving workforce actually deliver? 

Wellness Programs: The Harvard Data 

The gold standard research comes from Harvard's meta-analysis in Health Affairs. 

Baicker, Cutler, and Song analyzed 22 peer-reviewed studies with clear financial 

returns: 

•​ $3.27 in medical cost savings for every $1 invested 

•​ $2.73 in absenteeism reduction for every $1 invested 

•​ Combined ROI: roughly $6 saved for every dollar spent 
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Johnson & Johnson's 30-year wellness program study provides long-term proof: $250 
million in cumulative healthcare savings over a decade. ROI between $2.71 and 

$3.92 per dollar spent during 2002-2008. Healthcare cost growth is 3.7 percentage 

points lower than that of similar large companies. 

The Retention Economics 

Turnover is where the financial impact gets stark. SHRM's 2024 cost studies establish 

these benchmarks: 

•​ Entry-level: 30-50% of annual salary 

•​ Mid-level: 125-150% of annual salary 

•​ Executive/senior: up to 250% of annual salary 

•​ Average: 50-60% direct costs, 90-200% total organizational impact 

Companies with robust wellness programs report 69% improvement in retention 
rates. When replacing a single mid-level employee earning $80,000, the cost ranges 

between $40,000 and $120,000. The retention dividend alone justifies wellness 

investments. 

The Return-to-Office Paradox: Why Forced Mandates 
Backfire 

Here's where things get interesting for leaders implementing RTO strategies. 

Pew Research Center data shows workers required to be in the office regularly surged 

to 75% in late 2024, up from 63% in early 2023. Leadership believes RTO mandates 

boost engagement. A survey by Willis Towers Watson found that 76% of company 

leaders believe face-to-face time enhances engagement, and 71% think it strengthens 

company culture. 

The data tells a different story. These mandates are creating a talent retention crisis. 

The Attrition Risk 

Gartner's 2024 research on RTO mandates reveals troubling patterns: 
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•​ High-performers: 16% lower intent to stay with strict RTO mandates, double the 

8% rate for average employees 

•​ One-third of executives presented with RTO mandates plan to leave 

•​ 36% of senior-level job seekers said RTO policies influenced their decision to 

leave 

•​ Women: 11% lower intent to stay. Millennials: 10% lower intent 

 

A research study analyzing over 3 million employment records from 54 tech and 

financial firms found that RTO mandates triggered a 13-14% increase in abnormal 
turnover rates. But the real story is in who's leaving. 

Female employees were nearly three times more likely to leave than their male 

colleagues. Mid- and senior-level managers—the individuals with valuable institutional 

knowledge and leadership capacity—experienced significantly higher attrition rates than 

junior staff. High-skilled employees, those with deep expertise and capabilities, were 

disproportionately likely to depart. 
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The Core Issue: Mistaking Presence for Productivity 

HAPPINESS INSIGHT #3 
The problem isn't the office itself. Most RTO mandates ignore the root 
cause of declining productivity: digital friction and administrative 
overload. Forcing employees back without addressing the underlying 
chaos of constant interruptions and low-value tasks just adds a 
commute to an already fragmented workday. 

SHRM research confirms that workplaces with RTO mandates experience significantly 

higher rates of workplace incivility. Lost productivity and increased absenteeism cost the 

U.S. economy an estimated $2.13 billion daily. 

Automation as the New Wellness Strategy 

Automation isn't just about efficiency. It's about how people feel in the workplace. 

Redefining Wellness: From Perks to Digital Ergonomics 

HAPPINESS INSIGHT #4 
For knowledge workers, the primary ergonomic hazard isn't poor 
posture or inadequate lighting. It's cognitive overload. The relentless 
"work about work" that fragments attention and drains mental 
energy is the modern equivalent of industrial-age physical strain. 

 

Traditional wellness programs, such as gym memberships, meditation apps, and health 

screenings, continue to be valuable. But they don't address the daily friction that's 

actually burning people out. That requires a different approach: digital ergonomics. 

Workplace automation is a digital ergonomic intervention. It systematically removes 

administrative burdens and process inefficiencies that fragment attention and drain 

mental resources. This reframes automation from an operational efficiency project into a 

core health and wellness initiative.  
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The Capacity Reclamation Effect 

Consider the real-world evidence from organizations that have deployed strategic 

automation: 

•​ Johnson Controls implemented an AI assistant within Slack to handle routine HR 

inquiries. Call volume dropped 30-40%. No layoffs occurred. Instead, the HR 

team refocused on strategic initiatives, including retention programs and new hire 

productivity. 

•​ Databricks deployed similar automation. Employee Net Promoter Score jumped 

from 30 to 70. Ticket deflection reached 73%, indicating that most routine 

employee queries were resolved without requiring human intervention. 

•​ LoanDepot automated onboarding approvals that once took days. The process 

now takes under five minutes. 90% of new hires rated the experience as helpful 

within their first week. 

•​ FANUC's manufacturing case study at CNC Machine Products automated the 

physically demanding task of loading heavy parts. Employees shifted to 

higher-value work. Production output doubled. Quality improved 100%. 

HAPPINESS INSIGHT #5 
The pattern is consistent: Automation augments human workers by 
eliminating repetitive, low-value tasks. It liberates cognitive and 
physical energy for tasks that require human judgment, creativity, 
and strategic thinking. 

The Retention Connection 

By removing friction from daily work, automation has a measurable impact on employee 

experience. Frustrating, inefficient processes are a significant source of daily stress. 

Streamline workflows and provide instant, 24/7 self-service support, and you eliminate 

bottlenecks that hinder productivity and create frustration. ODW Logistics focused on 

utilizing technology to provide managers with better coaching tools and structured 

feedback processes. Voluntary turnover fell from 51% to 14.33%. 
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A Financial Framework for CHRO-CFO Alignment 

Here's the formula that translates wellness and automation strategy into CFO language. 

The Hybrid ROI Model 

To secure executive buy-in, you need a framework that integrates traditional wellness 

metrics with measures of reclaimed productivity and digital efficiency. 

 

Wellness ROI = (A + B + C - D) / D 

 

Where: 

•​ A = Annual Savings from Reduced Turnover: (Reduction in Annual 

Departures) × (Average Annual Salary) × 1.5 

•​ B = Value of Reclaimed Productivity: (Hours Saved per Employee per Week) × 

(Affected Employees) × (Avg Fully-Loaded Hourly Wage) × 52 

•​ C = Savings from Improved Wellness: Conservative 5-10% of current annual 

spend on absenteeism and healthcare 

•​ D = Total Cost of Automation Initiative: Software licensing, implementation, 

training, and ongoing maintenance 

Practical Example: 500-Person Organization 

Run the numbers for a mid-sized company implementing workplace automation: 

Starting Assumptions: 

•​ 500 employees, $75,000 average salary 

•​ Current voluntary turnover: 20% (100 employees/year) 

•​ Current disengagement rate: 65% (325 employees) 

•​ Annual healthcare/absenteeism costs: $2 million 
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Post-Automation Impact (Conservative): 

A.​ Turnover Reduction: 
Automation improves satisfaction, reducing voluntary turnover from 20% 

to 16% (saving 20 departures). 

Savings: 20 × $75,000 × 1.5 = $2,250,000 

B.​ Productivity Reclamation: 
Each employee saves 2 hours/week on administrative tasks. 

Value: 2 × 500 × $48/hour × 52 weeks = $2,496,000 

C.​ Wellness Savings: 
Conservative 7% reduction in healthcare/absenteeism: 

$2,000,000 × 0.07 = $140,000 

D.​ Program Costs: 
First-year investment: $250,000 (platform, implementation, training) 

 

First-Year ROI: 
($2,250,000 + $2,496,000 + $140,000 - $250,000) / $250,000 

= 1,854% 

18.5 to 1 return 

 

HAPPINESS INSIGHT #6 
This transforms the conversation from abstract benefits to concrete 

P&L impact. It's the kind of business case that gets finance leaders' 

attention. 
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Conclusion: From Overhead to Investment 

The data is unambiguous. Employee disengagement costs organizations billions in lost 

productivity, increased turnover, and reduced profitability. The inverse relationship is 

equally clear: highly engaged workforces deliver 23% higher profitability, 18% higher 

productivity, and dramatically lower attrition. 

Wellness investments generate measurable returns: $3.27 in healthcare savings and 

$2.73 in absenteeism reduction for every dollar invested. The research from Harvard, 

Gallup, McKinsey, and other authoritative sources isn't contested. What's been missing 

is a practical bridge between strategic intent and operational execution. 

That bridge is strategic workplace automation. Not as a headcount reduction. As 

digital ergonomics and morale amplification. By systematically eliminating the cognitive 

friction that defines the modern workday, organizations activate the 

wellness-productivity flywheel. They transform the office from a source of distraction into 

an engine of focus and innovation. 

This isn't theoretical. It's happening at Johnson Controls, Databricks, ODW Logistics, 

and forward-thinking manufacturing operations that understand the new competitive 

battleground. It's not just about attracting talent. It's about creating conditions where that 

talent can thrive. 

The modern workplace isn't defined by walls or policies. It's defined by energy. When 

employees feel energized and supported, their engagement naturally rises. Automation, 

once seen as a cold operational investment, has become an emotional and cultural one. 

For HR and finance leaders ready to move beyond experimentation, the framework is 

clear: Quantify the current drag of disengagement. Calculate the proven ROI of 

wellness investments. Identify the high-friction moments in your employee experience. 

Then deploy automation strategically. Not to replace people. To liberate them. 
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The most effective way to enhance business performance is first to improve 
human performance. Strategic automation makes this possible. The future of 

productivity is fundamentally human. Automation, when done right, helps people 

remember why they work. 

 

_______________________________________________ 

Ready to Calculate Your Organization's Wellness ROI? 

Richtech Robotics offers a complimentary ROI assessment 

to help you quantify the financial impact of workplace automation on 

your employee engagement and retention metrics. 

Contact us today: 

Email: sales@richtechrobotics.com 

Web: www.richtechrobotics.com 

Phone: 1-866-236-3835 

_______________________________________________ 
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About Richtech Robotics 

Richtech Robotics designs automation that serves people first. Its intelligent service 

robots help organizations transform everyday moments into meaningful experiences. 

Matradee Plus represents a new category of workplace wellness technology: 

experiential automation that reduces daily friction and creates premium office 

environments. Unlike digital-only wellness apps, Matradee Plus provides tangible, 

visible improvements to the physical workplace by automating routine service 

tasks—beverage delivery, package management, conference room 

coordination—eliminating the micro-interruptions and administrative friction that 

fragment knowledge work and drain mental energy. 

Our approach is grounded in the research presented in this white paper: workplace 

automation is most valuable when viewed as a human capital investment rather than a 

cost reduction. By combining novelty, usefulness, and empathy-driven design, Matradee 

Plus enhances morale, reduces friction, and makes the workday feel worthwhile again. 

From hospitality to logistics to the modern office, Richtech believes that technology 

should amplify human creativity and connection. By removing friction and routine, its 

solutions allow people to focus on what truly matters: purpose, collaboration, and joy at 

work. 

 

Discover how Matradee Plus can enhance 
your workplace wellness and engagement strategy 

www.richtechrobotics.com 
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For complete research methodology and additional citations, please contact Richtech Robotics. 
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