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Introduction

The dynamic nature of the 21* century organizational workplace results in constant
uncertainty. Changes in consumer preferences, global competitiveness, the economy, and new
technological advances impact the workplace environment and employees’ perceptions of work.
Employees face this uncertainty at work with perspectives ranging from optimism to pessimism.
Amid shifting cultural expectations, one characteristic emerges as critical in the shaping of the
future: optimism. Optimism is an outlook that intimates the future will be better than the present,
can overcome adversity, and is a powerful lens to navigate uncertainty, propel progress, and
sustain resilience (Bharti et al., 2022; Marton et al., 2022). Creating an optimistic workplace
requires leaders to emphasize a “can do” attitude that shapes how an employee approaches work
in a variety of situations. In this paper, the authors explain how developing and maintaining an
optimistic work culture becomes an important value-added component for innovative

organizations.

Mental Health Benefits of an Optimistic Mindset

As the workplace evolves, the mental and emotional well-being of employees must be
considered jointly with needed technical skills. Stressors include the pressure to adapt to modern
technologies, the negative impact of work-life imbalance, and navigating the challenges
presented by a globalized workforce. These changes force the necessity of addressing mental
health as a key priority on an individual and organizational level. A crucial role in influencing
coping with challenges and setbacks is optimism (Cahyadi et al., 2024; Gawande & Shah, 2024).

An optimistic mindset has multiple benefits. An optimistic outlook is often linked to
greater resilience, quick setback recovery, and transformative optimistic resilience. Optimistic

employees are more likely to learn from mistakes, persist when challenges arise, and look for



solutions (Sisto et al., 2019). Optimism is associated with lower levels of perceived stress,
improvement in immune function, mental clarity, and improved stress management. Employees
with an optimistic mindset approach stress as manageable and employ healthy coping strategies.
An optimistic approach has a positive impact on individual well-being and workplace
performance (Conversano et al., 2010; Levine et al., 2021). Optimism is associated with
improving mental health, lowering depression and anxiety, better morale, increased engagement,
and overall well-being. Workplace culture accepting of mental health needs encourages
employees to seek needed help and focus on self-care. An accepting culture fosters a mentally

healthy workforce (Monteiro & Joseph, 2023).

Optimism in the Organization

Optimism is an active rather than passive attitude. Optimistic workers consistently strive
for positive outcomes. Leadership IQ (2025) surveyed more than 11,000 employees and study
results demonstrated that an employee’s optimism level is a stronger predictor of engagement
than recognition. Optimistic employees not only maintain a practical, yet positive, outlook
regarding successful task completion, but also incorporate a mindfulness focus while completing
the task. Mindfulness is “an awareness arising from paying attention, on purpose, in the present
moment, without judgement” (Kabat-Zinn, 2003, p. 145). Combining mindfulness practices with
an optimistic outlook promotes a synergistic effect not achieved by either one utilized alone
(Bunjak et al., 2022).

An important aspect of optimism at work occurs when business situations do not go as
planned. An optimistic employee views unfortunate, minor setbacks as temporary occurrences
and explores external causes rather than negatively personalizing these disappointments (Cohen

et al., 2022). Constructive feedback is embraced and viewed by the optimistic employee as an



opportunity to make improvements (Cohen et al., 2022). A key point to remember is “When
optimism is thriving at a company, leadership may see effects including increased productivity
and performance, improved job satisfaction and retention, enhanced collaboration, better
problem solving and reduced stress or burnout” (Macaulay & Little, 2024, para. 7). This was
further supported by data from the 2024 Career Optimism Index® which noted financial evidence
of the annual organizational savings per employee achieved through optimism: $6,521 in
increased productivity, $916 in decreased turnover, and $616 in decreased healthcare costs

(University of Phoenix, 2024).

Technology Impact on Workplace Optimism

Technology is a cornerstone of the modern workplace, forcing change that impacts all
facets of the workplace (Joyce et al., 2023). Remote work and collaborations tools, artificial
intelligence (Al), and digital transformation all reshape how and where people work. Study
results presented in the Career Optimism Index® 2024 revealed more than 97% of the workers
surveyed see value in using Al at work and want to increase skills in this area, yet only 18%
stated that employers provide the necessary training (University of Phoenix, 2024).
Technological innovation brings increased productivity, connectivity, and efficiencies but also
brings many challenges. Among these challenges are workplace alienations, inequality, and job
displacement

Technology as a role in shaping workplace optimism manifests in many ways. Technical
advancements can create new opportunities, replacing some jobs while creating others. These
new jobs require new skills, and the optimistic worker views advancements as an opportunity to
learn and transition (Laschke et al., 2020). Technology offers opportunities for greater work

flexibility and creates work-life balance. New ways of working mandate an optimistic outlook to



help employees adapt to the changing environment, technology, and tools, shaping innovation
and organizational culture (Indradewa & Prasetio, 2023). Finally, technology helps shape
organizational culture and innovation. Organizational cultures which prioritize optimism are
more likely to have a workforce able to adapt to technological change: focusing on integrating

technology into innovative ideas, creative thinking, and problem solving (Ra et al., 2019).

Creating a Culture of Realistic Optimism
While optimistic workers are 103% more likely to produce effective outcomes, study
results show only 13% of workers possess an optimistic mindset (Murphy, 2020). To improve
overall organizational productivity, it is imperative for leaders to create an environment of
optimism in the workplace. Organizational leaders should disseminate realistic work
expectations when creating this new and improved optimistic organizational culture. Unrealistic
goals and overconfidence may diminish solution-oriented abilities while increasing unrealistic
outcome expectations, which ultimately, leads to reduced organizational profitability (Yesilkaya
& Yildiz, 2023).
Several research study results provided insight for leaders who want to create a culture of
optimism:
e Offer clear career trajectories; institute an “open door” policy so employees can
directly interact with the leadership team; encourage networking; and implement
formal and informal mentoring opportunities (University of Phoenix, 2024).
e Provide skill training and career development programs as well as positive mental
health initiatives to promote employee optimism and positive self-esteem (Agarwal &

Majumdar, 2024).



e Ensure employee jobs are meaningful and clearly articulate how everyone’s
individual work contributes to meeting the organizational mission (Jackson, 2020,
May, 2023).

e Establish transparent communication practices that use positive, collaborative
language, for example: how can we.... (Murphy, 2020).

e Maintain an ethical work environment that builds trusts, reduces stress, and promotes
employee commitment to the job, colleagues, and the organization (Hough et al.,
2020).

e Use feedback surveys to capture employees’ current feelings regarding workplace
engagement, morale, and motivation (Judd et al., 2018).

e Build a team of optimistic employees for a positive work environment — optimism is

contagious (May, 2023).

Conclusion

Optimism continues to have a pivotal role in shaping the success of organizations and
individuals. The impact of technology on workplace optimism drives new opportunities, supports
flexibility, and fosters innovation. The mental health benefits of an optimistic outlook including
resilience, focused stress management, and improved well-being are increasingly important as
organizations and workers navigate the complexities of change.

Embracing and nurturing optimism positions enhanced navigation of challenges whether
those challenges are technological, cultural, or personal. Organizational environments that
encourage positive thinking, growth, and adaptability increase the chances that employees will

thrive when faced with dynamic change. An optimistic mindset is a key component of well-being



and success in an evolving global workplace and is critical in setting the stage for the next

generation of workplaces.



Author Biographies
Dr. Overbey resides in Nebraska and earned her Ph.D. from Northcentral University. She
is a Dissertation Chair and staff faculty member in the University of Phoenix College of Doctoral
Studies Doctor of Management program.
Dr. Gordon resides in South Florida and earned her Ph.D. in Business Administration
with a specialization in Management from Northcentral University. She is a staff doctoral

instructor at University of Phoenix in the College of Doctoral Studies ACCESS program.



References

Agarwal, A., & Majumdar, A. (2024). Optimism and self-esteem of employees contributing to
organizational productivity. Journal of Psychosocial Research, 19(1): 1-10. DOI:
https://doi.org/10.32381/JPR.2024.19.01.1

Bharti, T., Ojha, S. C., & Tiwari, A. K. (2022). Interplay of workplace sustainability, sustainable
work performance, optimism, and resilience: The moderating role of green creativity in
luxury hotels. Sustainability, 14(22). https://doi.org/10.3390/su142215097

Bunjak, A., Hafenbrack, A. C., Cerne, M., & Arendt, J. F. W. (2022). Better to be optimistic,
mindful, or both? The interaction between optimism, mindfulness, and task engagement.
Journal of Occupational & Organizational Psychology, 95(3): 595-623. DOI:
10.1111/joop.12389

Cahyadi, A., Marwa, T., Podr, J., Maulana, A., & Szab6, K. (2024). High-involvement human
resource management practices and employee resilience: The mediating role of employee
technology adaptation - A case study of South Sumatra. Administrative Sciences, 14(11):
292. https://doi.org/10.3390/admscil4110292

Cohen, D., Hsu, D., & Shinnar, R. (2022). Career crossroads after entrepreneurial failure: The
underlying mechanism of hope and optimism. Frontiers of Entrepreneurship Research,
42:140-145.

Conversano, C., Rotondo, A., Lensi, E., Della Vista, O., Arpone, F., & Reda, M. A. (2010).
Optimism and its impact on mental and physical well-being. Clinical Practice &

Epidemiol Mental Health, 6: 25-29. DOI: 10.2174/1745017901006010025.



Gawande, R., & Shah, S. (2024). Work-life balance and its impact on employees: Navigating
strategies for better work life balance at the workplace. International Journal of Cultural
Studies and Social Sciences, 20(1): 130-136.

Hough, C., Sumlin, C., & Green, K.W. (2020). Impact of ethics, trust, and optimism on
performance. Management Research Review, 43(9): 1135- 1155. DOI:10.1108/MRR-09-
2019-0409

Indradewa, R. & Prasetio, A. Al. (2023). The influence of flexible working arrangements and
work-life balance and job satisfaction: A double-layered moderated mediation model.
Journal Ekonomi dan Bisnis, (26)2: 449-476. DOI:10.24914/jeb.v2612.9551

Jackson, P. (2020). Making the workplace an epicenter of optimism: 4 ways leaders can get
started. Leadership Excellence.
https://www.hr.com/en/magazines/leadership_excellence essentials/october 2020 leader
ship/making-the-workplace-an-epicenter-of-optimism_kfxf1v9i.html

Joyce, S. Umney, C., Whittaker, X., & Stuart, M. (2023). New social relations of digital
technology and the future of work: Beyond technological determinism. New Technology,
Work and Employment, 38: 145-161.

Judd, S., O’Rourke, E., & Grant, A. (2018). Employee surveys are still on of the best ways to
measure engagement. Harvard Business Review. https://hbr.org/2018/03/employee-
surveys-are-still-one-of-the-best-ways-to-measure-engagement.

Kabat-Zinn, J. (2003). Mindfulness-based interventions in context: Past, present, and future.
Clinical Psychology: Science and Practice, 10(2): 144-156. DOLI:

https://doi.org/10.1093/clipsy/bpg016



10

Laschke, M., Uhde, A. & Hassenzahl, M. (2020). Positive work practices. Opportunities and
challenges in designing meaningful work-related technology. Extended Abstracts of the
2020 CHI Conference on Human Factors in Computing Systems, Honolulu, Hawaii.
DOI:10.48550/arXiv.2003.05533

Levine, G. N., Cohen, B. E., Commodore-Mensah, Y., Fleury, J., Huffman, J. C., Khalid, U.,
Labarthe, D. R., Lavretsky, H., Michos, E. D., Spatz, E. S., & Kubzansky, L. D. (2021).
Psychological health, well-being, and the mind-heart-body connection: A scientific
statement from the American Heart Association. Circulation, 143(10): ¢763—783.
https://doi.org/10.1161/CIR.0000000000000947

Leadership 1Q (2025). Employee engagement is less dependent on managers than you think.
https://www.leadershipiq.com/blogs/leadershipig/employee-engagement-is-less-
dependent-on-managers-than-you-think

Macaulay, A., & Little, D. (2024). Cultural optimism: Design for better performance. Work
Design Magazine. https://www.workdesign.com/2024/05/cultural-optimism-design-for-
better-performance/

May, A. (2023). Five tips to lead with greater optimism in the workplace. CEO Magazine.
https://www.theceomagazine.com/opinion/optimism-in-leadership/

Marton, G., Monzani, D., Vergani, L., Pizzoli, S. F. M., and Pravettoni, G. (2022). Optimism is a
strategy for making a better future: A systematic review on the associations of
dispositional optimism with health-related quality of life in cancer patients. European

Psychologist, 27(1): 41-61. DOI:10.1027/1016-9040/a000422.



11

Monteiro, E., & Joseph, J. (2023). A review on the impact of workplace culture on employee
mental health and well-being. International Journal of Case Studies in Business, IT, and
Education, 7(2): 291-317. DOI:10.47992/1JCSBE.2581.6942.0274

Murphy, M. (2020). Optimistic employees are 103% more inspired to give their best effort at
work, new data reveals. Forbes.
https://www.forbes.com/sites/markmurphy/2020/02/26/optimistic-employees-are-103-
more-inspired-to-give-their-best-effort-at-work-new-data-reveals/

Ra, S., Shrestha, U., Khatiwada, S., Yoon, S. W., & Kwon, K. (2019). The rise of technology
and impact on skills. International Journal of Training Research, 17(1): 26—40. DOI:

10.1080/14480220.2019.1629727

Sisto, A., Vicinanza, F., Campanozzi, L. L., Ricci, G., Tartaglini, D., & Tambone, V. (2019).

Towards a transversal definition of psychological resilience: A literature review.

Medicina (Kaunas, Lithuania), 55(11). https://doi.org/10.3390/medicina55110745

University of Phoenix. (2024). The University of Phoenix Career Optimism Index® 2024: Survey
of U. S. workers + employers. University of Phoenix Career Institute.
https://www.phoenix.edu/content/dam/edu/career-institute/doc/uopx-career-optimism-
index-2024-research-findings-dma-snapshots.pdf

Yesilkaya, M., & Yildiz, T. (2023). What do expectations change? Optimistic expectations, job
crafting, job satisfaction and a new theoretical model. International Journal of

Organizational Analysis, 31(6). DOI: 10.1108/IJOA-01-2022-3111



