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approach to employee well-being

CrossMark

Orientation: The well-being of employees is essential for the sustainability of an organisation;
however, current models frequently neglect the significant connection between individual
resources and organisational culture. The SALCOR framework integrates the salutogenic
model with conservation of resources (COR) theory to effectively address these limitations
through a comprehensive, resilience-focused approach.

Research purpose: The purpose of this research is to present and evaluate the theoretical
foundations of the SALCOR framework, illustrating its capacity to integrate disparate well-
being strategies and improve organisational outcomes.

Motivation for the study: The ongoing fragmentation in workplace well-being models, along
with the lack of adequate integration between personal and organisational dynamics, calls for
a comprehensive framework. The SALCOR framework effectively addresses these gaps by
aligning health resources with the organisational culture.

Research approach/design and method: A conceptual framework development methodology,
incorporating systematic theoretical analysis, was applied to explore the dynamic interaction
between salutogenesis and COR theory in optimising employee well-being.

Main findings: The SALCOR framework demonstrates that combining COR theory’s
resource optimisation with salutogenesis’s sense of coherence significantly enhances
resilience and overall well-being, particularly in resource-intensive or high-stress
organisational environments.

Practical/managerial implications: The framework offers actionable insights for organisations
to develop integrated strategies that enhance resource alignment and coherence, promoting
sustainable employee resilience in various workplace environments.

Contribution/value-add: This study presents anew frameworkin Industrial and Organisational
Psychology, addressing significant theoretical and practical gaps by promoting a comprehensive
and adaptable approach to employee well-being.

Keywords: conservation of resources; employee resilience; employee well-being; organisational
culture; SALCOR framework; salutogenic model; workplace well-being.

Introduction

Amid growing concerns regarding workplace stress, burnout and employee disengagement,
organisations are placing greater emphasis on employee well-being as a fundamental aspect of
sustainability and success. Research consistently indicates that positive employee well-being
greatly improves productivity, engagement, retention and workplace morale (Bella, 2023; Sonnentag
etal.,2023). However, despite significant progress in well-being research, current models frequently
overlook the complex connection between individual resilience and organisational resources,
which is essential for promoting sustainable well-being in changing workplace environments
(Boccoli et al., 2023; Chan et al., 2022; Guest, 2020). The SALCOR framework, developed by the
author, provides a transformative approach to address this gap by combining Antonovsky’s
salutogenic model with Hobfoll’s (1989) conservation of resources (COR) theory. This unique
integration offers an extensive understanding of employee well-being by integrating personal
resilience with strategic management of organisational resources. The independent contributions
of both theories to well-being research are significant; however, their combined application
provides distinct insights into the mechanisms that support resilience and well-being over time.

The salutogenic model highlights the significance of a strong sense of coherence (SOC), which
allows individuals to cope with stress by utilising personal and social resources (Antonovsky, 2022;
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Lindstréom & Eriksson, 2019). At the same time, COR theory
emphasises the importance of resource preservation as a key
factor in well-being, suggesting that individuals flourish
when they can safeguard, utilise and maintain resources in
response to stressors (Hobfoll et al., 1990).

Current models often separate these dimensions, frequently
overlooking the dynamic interaction between individual
coping mechanisms and organisational contexts. The
SALCOR framework addresses this limitation by offering
a cohesive perspective that aligns individual resilience
with organisational resource strategies. This approach
enables organisations to implement focused and effective
interventions that improve workplace well-being and tackle
challenges such as burnout and elevated turnover rates.

This article explores the theoretical foundations of the
SALCOR framework, its integration of SOC and COR theory
and its practical applications in promoting resilient
employees and sustainable well-being. This framework
offers practical insights for researchers and practitioners
in Industrial and Organisational Psychology, highlighting
its potential for establishing health-promoting work
environments. The SALCOR framework connects personal
and organisational aspects, serving as a transformative
model for enhancing research and practice in workplace
well-being.

Literature review
The salutogenic model

The salutogenic model, developed by Antonovsky in 1979,
shifts the emphasis from conventional deficit-based models
to exploring the elements that enhance health and well-being,
highlighting resilience and the management of stress. A key
concept in this model is the SOC, which denotes an
individual’s ability to perceive life as structured, manageable
and meaningful (Antonovsky, 1987). The SOC consists of
three dimensions: comprehensibility, which refers to
understanding life’s challenges; manageability, which refers
to the availability of resources to cope with stress; and
meaningfulness, which involves finding purpose in
challenges. Research indicates that SOC is significantly
associated with enhanced mental health and well-being, as it
allows individuals to manage stressors more effectively
(Antonovsky, 1987; Eriksson, 2022; Michele Masanotti et al.,
2020). Nevertheless, SOC has certain limitations in its
application, particularly about its understanding of the
intricate relationship between individual perceptions and
organisational factors. The model emphasises the significance
of individual resilience; however, it tends to neglect the
structural and environmental factors that affect well-being,
including organisational resources and cultural contexts. In
response to this challenge, researchers have progressively
combined the SOC with various theoretical frameworks
(Abe, 2015; Roth, 2019; Storheim, 2024), including the Job
Demands-Resources (JD-R) model (Bakker & Demerouti,
2007). This model highlights the interaction between job
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resources, such as social support and autonomy, and job
demands, such as workload and time pressure, in influencing
employee well-being (Bakker & Demerouti, 2007). Combining
the SOC with the JD-R model allows for a more thorough
understanding of how resources, both personal and
organisational, can either reduce or intensify stress and well-
being (Derbis & Jasinski, 2018; Paterson et al., 2024; Vogt
et al., 2016). In a similar manner, positive psychology
frameworks that emphasise the development of positive
states like optimism, hope and gratitude provide an
additional approach to enhance the salutogenic model
(Coetzee & Viviers, 2007; Mayer & May, 2019; Sagy et al.,
2015). These frameworks enhance the SOC by offering a
perspective to examine the resources that contribute to well-
being, including positive emotions and strengths. The
integration of SOC with positive psychology facilitates an
increased understanding of how individuals leverage their
personal strengths and positive experiences to improve their
ability to manage adversity.

Conservation of resources theory

The COR theory, proposed by Hobfoll (1989), serves as a
significant complement to the salutogenic model by
emphasising the acquisition, maintenance and protection of
resources. The COR theory suggests that stress develops
when individuals recognise a loss of resources or perceive a
potential threat to these resources. Resources can be classified
into three categories: object resources, which include material
goods; personal resources, such as self-esteem and resilience;
and social resources, which include social support. According
to the COR theory, individuals who acquire and preserve
resources are more capable of managing stress, which in turn
improves their overall well-being (Hobfoll et al., 1990).
Although the COR theory effectively clarifies the relationship
between resource loss and stress, it has faced criticism for not
adequately addressing the processes through which resources
can be acquired or restored over time. This gap can be
resolved by integrating COR with frameworks such as the
JD-R model. The JD-R model emphasises the role of job
resources in mitigating the adverse effects of job demands,
thereby offering a deeper insight into the dynamics of
resources within organisations (Bakker & Demerouti, 2007;
Bakker et al., 2023a). Furthermore, self-determination theory
by Deci and Ryan (1985), which highlights the significance of
autonomy, competence and relatedness, may be combined
with COR to investigate how employees’intrinsic motivations
influence their resource utilisation and stress management.

Integrating SOC and conservation of resources
in the SALCOR framework

The integration of SOC and COR within the SALCOR
framework combines these two theories to develop a more
dynamic and comprehensive model of workplace well-being.
The SALCOR framework suggests that an individual’s SOC
interacts with the resources at their disposal, affecting their
capacity to handle stress and sustain well-being. Sense of
coherence provides a framework for individuals to
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understand their resources, whereas COR explains the way
resources are utilised and preserved in reaction to stressors
within organisational settings. The SALCOR framework
presents the concept of feedback loops, where the availability
or depletion of resources influences an individual’s SOC,
which subsequently affects their resource requirements and
coping mechanisms (Fukuda & Fukuda, 2022; Kupcewicz,
2022). For instance, when employees believe they possess
sufficient resources, including managerial support or social
connections, they indicate a higher SOC, which aids in
effective stress management (Michele Masanotti et al., 2020).
On the other hand, when resources are exhausted — such as
when workloads increase without sufficient support — SOC
decreases, rendering employees more susceptible to stress
and burnout (Fukuda & Fukuda, 2022; Michele Masanotti et
al., 2020). Additional research is required to examine how
these resource dynamics develop over time. A more detailed
investigation into how resource gain, rather than resource
loss, affects the development of SOC could provide valuable
insights into how organisations can improve well-being by
creating environments that promote the restoration of
personal and organisational resources.

The role of organisational culture and support in
the SALCOR framework

The organisational culture is essential to the SALCOR
framework, as it influences the resources accessible to
employees (Akdere & Egan, 2020; Nguyen et al., 2020). An
organisational culture that is supportive promotes trust,
cooperation and open communication, which in turn
improves access to personal and social resources (Ajayi &
Udeh, 2024). On the other hand, insufficient organisational
support results in resource depletion, which reduces SOC
and increases stress. This is especially pertinent in high-stress
settings like healthcare, where the organisational culture
directly influences resource availability and employees’
capacity to manage stress (Nguyen et al., 2020). Effective
leadership plays a crucial role in coordinating resources
within the SALCOR framework. Transformational leadership,
which focuses on vision, empowerment and inspiration, can
improve employees’ sense of SOC by creating a feeling of
meaning and coherence in their work (Akdere & Egan, 2020).
Furthermore, effective leadership can guarantee that
employees are provided with the essential resources to
manage stress efficiently, thereby minimising the risk of
burnout (Ajayi & Udeh, 2024; Akdere & Egan, 2020; Maslach
& Leiter, 2022).

Research gaps and future directions

The SALCOR framework provides valuable insights into
employee well-being; however, there are notable gaps in the
existing literature that require further investigation. For
example, research could investigate how the framework is
applicable in various cultural contexts beyond healthcare.
Cultural factors can affect how resources are perceived
and utilised, and recognising such distinctions is essential
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to developing culturally appropriate interventions.
Furthermore, various organisational structures, such as those
found in the corporate sector compared to public service,
may influence resource dynamics and the connection
between SOC and well-being. Comparative studies across
various sectors may offer valuable insights into the way
different work environments affect the effectiveness of the
SALCOR framework. Another significant area for future
research is the role of technology in resource mobilisation,
especially in remote or hybrid work environments where
conventional forms of organisational support, such as direct
supervisor interactions, may be less available. Examining the
role of digital tools, including online support networks and
well-being applications, in supplementing or replacing face-
to-face support may enhance the relevance of the SALCOR
framework in contemporary work environments. By
addressing these gaps, future research can enhance the
application of the framework, ensuring its adaptability and
effectiveness across various organisational and cultural
contexts.

Methodological considerations

Research on SOC and COR theory has primarily utilised
quantitative methods, including surveys and questionnaires,
to evaluate employee well-being and resource management
(Bakker et al., 2004; Hobfoll et al., 1990; Mayer et al., 2021;
Tran,2019). The approaches discussed have offered important
insights into the relationships among SOC, resource
management and organisational outcomes, especially
regarding measurable factors such as stress and job
satisfaction. However, they frequently do not capture the
subjective, lived experiences of employees, especially
regarding how they perceive and utilise resources in dynamic,
high-pressure work environments. Moreover, these methods
often fail to consider the context-specific details of the
interactions between SOC and resources in various
organisational settings (Bartram, 2021; Mercer, 2023). To
overcome these limitations, it is recommended to utilise
qualitative research methods, such as in-depth interviews
and focus groups. These methods enable researchers to
examine the detailed, context-dependent experiences of
employees, providing a more profound understanding of
how SOC affects resource allocation, stress management and
coping strategies in the workplace (Chidi et al., 2024; Micklitz
et al, 2021; Nzinga et al., 2021; Scheuch et al., 2021).
Qualitative approaches are especially effective in capturing
the complexities of resource management across various
organisational cultures and environments. They offer a more
comprehensive understanding of the interaction between
SOC and employee well-being in real-world contexts.
Furthermore, qualitative methods can uncover differences in
resource requirements among various roles and organisational
settings, allowing for the design of tailored, contextually
appropriate interventions (Creswell & Poth, 2016).

While qualitative approaches provide a wealth of data, they
also have their limitations. Qualitative research is frequently
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regarded as resource intensive and subjective, necessitating
significant time and effort for data collection and analysis
(Creswell & Poth, 2016). A mixed-methods design that
combines both quantitative and qualitative approaches can
address these concerns, providing a thorough understanding
of the dynamic relationship between SOC, resource
mobilisation and employee well-being. Mixed-methods
designs offer a comprehensive examination of how SOC and
resources interact to affectemployee well-being by integrating
the precision of quantitative data with the depth of qualitative
narratives (Creswell & Plano Clark, 2023). This integration
enables researchers to measure objective outcomes and to
investigate personal and contextual factors that influence
employee resilience. The mixed-methods approach enhances
the empirical basis for creating interventions that consider
both measurable outcomes and the personal experiences that
affect employee resilience (Creswell & Plano Clark, 2023).

Research design

This study employs a theoretical research design that
integrates the salutogenic model and COR theory to develop
the SALCOR framework. This multidimensional framework
seeks to enhance the understanding of employee well-being,
resilience and resource management by incorporating
essential theoretical perspectives on employee well-being,
thereby improving its relevance across various organisational
contexts (Antonovsky, 1987; Hobfoll, 1989). The SALCOR
framework highlights the active interaction between personal
perceptions of life (SOC) and organisational resources (COR),
which together affect an individual’s stress management,
coping strategies and overall well-being.

The SALCOR framework integrates the advantages of SOC
and COR, providing a solid basis for understanding how
employees handle stress and utilise resources in reaction to
workplace challenges. Sense of coherence highlights an
individual’s perception of their ability to handle stress and
sustain an SOC, whereas COR theory highlights the essential
importance of external resources — such as social support,
organisational practices and environmental factors — in
supporting employee coping and resilience (Antonovsky,
1987; Hobfoll, 1989). The combination of these two theories
offers a thorough perspective for analysing employee well-
being in the organisational setting. The relationship between
SOC and COR can be viewed as a dynamic process: SOC
affects how an individual perceives stressors, whereas COR
theory illustrates how available resources mitigate these
stressors, aiding the individual in sustaining a SOC. This
relationship can be represented as a cyclical model, in which
resources serve as both a product of and a contributor to an
individual’s SOC. This creates a feedback loop that enhances
both personal resilience and organisational outcomes. This
integration also seeks to address various gaps in the current
research. Much of the current research has concentrated on
individual or organisational resources separately. The
SALCOR framework positions these resources in an
interactive relationship, highlighting the importance of both
personal perceptions and external support systems in
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influencing well-being outcomes. Future empirical studies
should investigate this interaction more thoroughly,
especially within various cultural and organisational
contexts; for instance, how SOC and COR might operate
differently in sectors with distinct organisational structures,
such as corporate and public service sectors. Furthermore,
the SALCOR framework provides a distinct opportunity to
examine how the interaction between SOC and COR affects
employee resilience in high-stress, resource-limited settings,
such as healthcare, an area that has not been thoroughly
investigated in existing research.

Empirical testing and methodological
considerations

The SALCOR framework, although theoretically sound,
needs empirical validation to assess its effectiveness and
applicability across various organisational contexts. Future
research should employ a mixed-methods approach to assess
its applicability. A quantitative approach that employs
surveys and questionnaires will facilitate the measurement
of essential variables associated with SOC, COR and well-
being outcomes, such as job satisfaction, employee
engagement and turnover rates. Surveys should be carried
out across various sectors to evaluate the applicability of the
SALCOR framework in different organisational contexts. At
the same time, qualitative research methods, including in-
depth interviews and focus groups, should be utilised to
investigate the subjective experiences of employees. The
methods employed are essential for understanding how
employees perceive and engage with their organisational
environment. They offer insight into the impact of SOC on
resource allocation, stress management and coping strategies
in real time. Additionally, longitudinal studies may be
employed to investigate the long-term impacts of the
SALCOR framework on employee well-being, resilience and
organisational outcomes. These studies would offer insights
into the evolution of the interaction between SOC and COR
over time, particularly in response to changes in organisational
practices or external stressors. By applying mixed-methods
research, future studies will offer a more thorough
understanding of the impact of the SALCOR framework on
employee well-being across different organisational settings.
This approach will test the theoretical foundations of the
framework and provide practical recommendations for
organisational interventions designed to enhance employee
resilience, well-being and coping strategies.

Implications for future research

The SALCOR framework provides an innovative approach
to understanding the connection between SOC, COR and
employee well-being. By addressing the limitations of
existing models, especially those that consider SOC and COR
separately, it offers a more detailed understanding of how
organisational resources and individual perceptions of life
influence well-being outcomes. Future research should
concentrate on validating the framework through empirical
studies that examine its application in various organisational
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contexts. Furthermore, researchers need to investigate the
interdisciplinary potential of the SALCOR framework,
broadening its application to areas such as psychology,
sociology and public health. Through the examination of the
interaction between SOC and COR in different contexts,
researchers can gain significant insights into how
organisations can foster environments that promote
employee resilience and well-being. This will result in more
effective organisational practices and improved outcomes for
employees.

Ethical considerations

Ethical clearance to conduct this study was obtained from the
UNISA College of Human Sciences Research Ethics Review
NHREC (No. Rec-240816_052 & 35291087_CREC_CHS_2021).

Results

The SALCOR framework provides a comprehensive model
for enhancing employee well-being through effective
resource management and strengthening the SOC. It
highlights the synergistic connection between personal
resources, such as resilience, and organisational resources,
such as managerial support (see Figure 1). These resources
are interdependent, fostering holistic employee well-being.

Interaction of personal and organisational
resources

Theoretical and empirical evidence highlights the significance
of personal resources, particularly resilience, in assisting
employees to manage workplace challenges. Resilience acts
as a deterrent in high-stress environments, with research
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consistently indicating that resilient individuals experience
lower levels of burnout and enhanced job performance
(Abdulmohdi, 2024; Rhim, 2023). Resilience is recognised as
an internal resource that mitigates the effects of external
stressors, enhancing an employee’s capacity to recover from
challenging situations (Hobfoll, 2002).

Alongside personal resilience, organisational resources are
essential in promoting employee well-being. Practices
including supportive management, effective leadership and
the promotion of a positive organisational culture are crucial
for establishing work environments that maintain employee
health and engagement (Arya, 2024; Chidi et al., 2024; Hasan
& Sadat, 2023; Rhim, 2023). Nevertheless, the relationship
between personal and organisational resources is not
constantly effortless. Organisational support may be less
effective if employees do not possess the personal resilience
to manage stress, or if the organisational culture does not
align with employee values (Maleka, 2023). Research
indicates that strong managerial support and a positive
organisational culture can reduce stressors, thereby
improving resilience and overall well-being among
employees (Chidi et al., 2024; Maleka, 2023; Mujajati et al.,
2024). It is essential for organisations to provide support
systems and to actively cultivate the personal resilience of their
workforce to create a genuinely supportive environment. In
high-pressure sectors such as healthcare, where employees
encounter considerable emotional and physical demands,
the connection between personal and organisational
resources is especially significant (Mujajati et al., 2024). The
SALCOR framework addresses this interaction by integrating
both internal resources, such as resilience, and external
resources, such as managerial support, into an integrated
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FIGURE 1: The SALCOR framework and its interconnected components.
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approach that promotes well-being. By addressing both
aspects, the framework ensures that employees are prepared
to thrive in challenging environments.

Components of the SALCOR framework

The SALCOR framework consists of three interconnected
components: personal, interpersonal and organisational.
Each component plays a role in enhancing employee well-
being through unique yet related mechanisms.

The personal component, grounded in the salutogenic model,
emphasises the SOC and internal resources. Research
indicates that self-care strategies, including mindfulness and
physical exercise, have a significant impact on the overall
well-being (Nkabinde-Thamae & Downing, 2024; Nkabinde-
Thamae et al., 2022; Osman et al., 2022). These activities are
associated with reduced burnout levels, enhanced resilience
and greater job satisfaction. Nonetheless, the personal
component does have its limitations. Individual differences
in resilience may influence the effectiveness with which
personal resources are mobilised. Additionally, insufficient
organisational support could reduce the positive effects of
self-care activities (Williams et al., 2022), thereby decreasing
their effectiveness.

The interpersonal component highlights the significance of
social interactions in promoting individual well-being. The
salutogenic model and COR theory both indicate that social
support serves as an essential external resource, assisting
employees in managing stress (Chen et al., 2023; Siman-Tov,
2024). Strong social networks have been associated with
improved psychological empowerment, job satisfaction and
overall well-being (Orlowska & Laguna, 2023; Tatlicioglu
et al., 2024). It is important to acknowledge the quality of
social support; superficial social interactions may not offer
the resilience-boosting benefits that come from deeper social
connections. Additional research may investigate the limits
of this component, including the impact of different levels of
interpersonal support on individual stress management.

The organisational component emphasises external resources,
including organisational culture, workload management and
resource allocation. Research consistently indicates that
organisational ~ support, which encompasses clear
communication and effective policies, reduces employee
stress and enhances work-life balance, thus promoting SOC
and overall well-being (Dzingwa & Terblanche, 2024;
Heerden & Naicker, 2023; Kwasu, 2024). While organisational
resources might have a positive impact, it is crucial to
recognise that a misalignment between organisational values
and employee needs may reduce the effectiveness of these
resources. Organisations must adapt and regularly assess the
effectiveness of their policies to ensure they address the
changing needs of their employees.

The aforementioned components interact to create a unified
framework that integrates personal, interpersonal and
organisational resources to enhance employee well-being.
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This integration is crucial for establishing a supportive
environment that promotes both individual resilience and
collective well-being.

Sense of coherence

The SOC component within the SALCOR framework is
crucial, highlighting the importance of a strong SOC in
assisting employees at establishing meaning and motivation
in their work. According to Antonovsky’s (1987) salutogenic
model, individuals who demonstrate a strong SOC perceive
their environment as comprehensible, manageable and
meaningful. This perspective contributes to enhanced
resilience and engagement. Empirical studies indicate that
organisations can enhance a stronger SOC through specific
interventions, including resilience training and leadership
development (Chidi et al., 2024; Nzinga et al., 2021). These
initiatives lead to improved employee engagement, job
satisfaction and mental health (Chidi et al., 2024; Nzinga et
al., 2021; Scheuch et al., 2021). Nevertheless, although SOC is
an essential resource, its development necessitates ongoing
organisational commitment. Research conducted by Michele
Masanotti et al. (2020) indicates that SOC could differ because
of external factors, including workload and interpersonal
conflicts. Future research could focus on the interaction
between external factors and SOC, particularly in high-stress
environments, providing additional insights into its
adaptability and possible interventions.

Synergies within the SALCOR framework

The integration of the salutogenic model and COR theory
within the SALCOR framework enables it to consider both
internal and external factors that affect employee well-being.
The personal component, grounded in the salutogenic
model, emphasises the significance of SOC in managing
stress by utilising personal strengths and coping strategies
(Antonovsky, 1987; Mitonga-Monga & Mayer, 2020). A
strong sense of community correlates with enhanced mental
health and resilience (Labrague, 2021; Mitonga-Monga &
Mayer,2020).Incontrast, theinterpersonaland organisational
elements, based on COR theory, highlight the importance of
external resources, including social support and a conducive
work environment (Hobfoll, 2002; Zhao et al., 2024).
Conservation of resources theory suggests that external
resources enhance individuals” ability to manage workplace
challenges, resulting in more favourable well-being
outcomes (Bakker et al., 2023b; Boccoli et al., 2023; Demerouti
& Bakker, 2023; Hobfoll, 2002; Zhao et al., 2024). This dual
approach enables the SALCOR framework to efficiently
fulfil the varied needs of employees. The collaboration
between these components is essential to developing a
strong workforce. The combination of strong internal
resources, such asresilience and a strong sense of community,
along with supportive external factors, such as a positive
organisational culture, results in increased stress
management, increased engagement and better job
satisfaction (Berger & Czakert, 2022). There is a need for
further empirical research to examine these synergies in
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various sectors and organisational contexts to assess the
adaptability of the SALCOR framework.

Implications for organisational practice

The SALCOR framework offers significant implications for
organisational practice. It highlights the significance of
developing both personal and organisational resources to
enhance employee well-being. For instance, resilience
training, leadership development programmes and well-
being initiatives are effective measures that organisations can
adopt to enhance employees” SOC and increase job satisfaction
(Nzinga et al., 2021; Vito et al., 2024). Research indicates that
developing personal resources, such as resilience, leads to
improved employee performance and well-being (Hartmann
et al., 2020; Lu et al., 2023). Furthermore, organisations that
implement supportive policies, including flexible work
arrangements and wellness programmes, develop a culture
of well-being that is advantageous for both individual
employees and the organisation (Weideman & Hofmeyr,
2020).

Organisations should remain diligent to ensure that these
interventions are tailored to meet the specific needs of their
employees. An approach that applies globally may not yield
effective results, as it is essential to consider individual
differences and the culture of the organisation. Additional
research could investigate the most effective techniques for
adapting the SALCOR framework to various organisational
contexts. The SALCOR framework offers a thorough and
practical method for enhancing employee well-being,
especially in demanding sectors such as healthcare. The
integration of personal and organisational factors promotes a
resilient and engaged workforce, enhancing employee
satisfaction, performance and overall well-being. The
application of the framework across various sectors might
significantly assist in the development of sustainable and
healthy work environments.

Limitations and recommendations

The SALCOR framework offers an entirely fresh perspective
on understanding employee well-being. However, several
limitations need to be addressed to enhance its applicability
and strength across different organisational contexts.

Empirical validation across sectors and
geographies

A key limitation is the framework’s requirement for empirical
validation in various organisational contexts. While it is
intended for broad application, its effectiveness in areas such
as healthcare, education, corporate sectors and public services
requires additional evaluation. Future empirical studies should
investigate the effectiveness of the framework across various
organisational sizes and geographical areas. Comparisons
between high-income settings and developing countries may
provide valuable insights into its adaptability across different
socioeconomic and cultural contexts. Furthermore, it is
important to examine sector-specific challenges, such as
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employee burnout in healthcare and work-life balance in
education, to better understand how the framework operates
in each context. Understanding how these sectoral differences
influence employee well-being will aid in refining the
framework for contexts. Additionally, cultural and generational
differences may influence the effectiveness of the framework.
Younger employees are increasingly prioritising flexible work
arrangements, which may affect the implementation of the
framework. Researchshould investigate how these generational
changes in work preferences, along with wider cultural norms
(such as views on hierarchy in collectivist compared to
individualist cultures), influence the effectiveness of the
framework.

Refinement of measurement tools for sense of
coherence and resilience

Another limitation is the subjective nature of constructs such
as SOC and resilience, which are shaped by individual
contextual factors including age, job role and cultural
background. Because of the significant variability among
employee groups, there is a necessity for more standardised
and culturally sensitive measurement tools. For example,
existing scales for SOC may be modified to consider cultural
differences and specific role-related factors. Enhancing these
tools could improve the consistency and validity of
measurements among various populations. It is essential for
psychologists and measurement experts to collaborate in
developing scales that more effectively reflect the dynamics
of SOC and resilience across various organisational and
cultural contexts. Standardising these tools will assist in
reducing biases and ensuring that the framework’s findings
are more reliable and universally applicable.

Contextualising assumptions regarding resource
availability

The SALCOR framework indicates that employees
demonstrate access to specific resources and organisational
support. However, this assumption may not be applicable in
all contexts, especially in organisations with different
leadership styles and structural configurations. Hierarchical
organisations may provide employees with less autonomy
compared to flat, flexible structures, which may affect how
employees interact with and gain advantages from the
framework. Future research should investigate how these
organisational variables —such as leadership styles, employee
autonomy and organisational culture - impact the
implementation of the framework. Research that investigates
the impact of leadership on well-being, especially across
different organisational models, would yield important
insights into the functioning of the framework within these
diverse settings. Understanding how these contextual factors
affect the availability of resources will enable a more refined
application of the framework.

Longitudinal and mixed-methods approaches

A solid research design, including longitudinal and mixed-
methods approaches, is advised to evaluate the long-term
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applicability of the SALCOR framework. Longitudinal studies
can monitor changes in employee well-being over time,
especially during times of organisational change, including
mergers, leadership transitions or policy changes. These
studies will offer a deeper understanding of how the
framework adjusts to changing organisational environments.
Furthermore, a mixed-methods approach that integrates
quantitative data, such as well-being surveys, with qualitative
insights from interviews and focus groups, would provide a
thorough wunderstanding of the framework’s practical
application. The combination of quantitative and qualitative
data would enhance the interpretation of employee well-being
outcomes and offer a more comprehensive understanding of
the relationship between personal and organisational
resources.

Interdisciplinary collaboration

A collaborative approach is crucial for enhancing the
theoretical foundation of the SALCOR framework.
Contributions from psychology, organisational behaviour,
social science and management research could significantly
enhance the design of the framework. Psychologists could
enhance measurement tools for SOC and resilience, whereas
management scholars can offer valuable insights into the
impact of leadership and organisational culture on well-being.
Psychologists may provide guidance on psychometric tools,
while management experts could contribute to leadership
training and interventions based on the framework.
Collaboration across different disciplines will help guarantee
that the framework is both scientifically sound and practically
applicable in various organisational settings.

Qualitative research for in-depth insights

To enhance the understanding of employee well-being, future
research should focus on qualitative methods, including
interviews, focus groups and case studies. These methods
would capture the experiences of various employee groups —
frontline workers, managers and remote workers —illustrating
how different factors, such as social support, work autonomy
and leadership styles, influence overall well-being. In-depth
interviews with employees may offer valuable insights into
the impact of organisational policies regarding work flexibility
on well-being. Integrating these qualitative findings with
quantitative data would offer a more thorough understanding
of the factors affecting well-being, enabling organisations to
develop targeted interventions that address the specific needs
of various employee groups.

Practical application in organisational settings

Organisations seeking to implement the SALCOR framework
should convert its theoretical insights into practical, actionable
strategies. For instance, customised well-being programmes
that consider sector-specific challenges and leadership
development initiatives may assist employees in building
resilience and enhancing their overall well-being. Future
research should offer organisations clear implementation
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guidelines and evidence-based strategies that directly address
the limitations of the framework and relevant contextual
considerations. These strategies will allow organisations to
improve employee well-being and performance in a more
targeted and efficient way. Advancing empirical testing,
refining measurement tools, embracing interdisciplinary
collaboration and incorporating longitudinal and mixed-
methods approaches can significantly enhance the applicability
and strength of the SALCOR framework. These initiatives will
allow organisations to create more effective strategies for
enhancing employee well-being, resulting in healthier and
more productive workforces across various sectors and
regions.

Conclusion

This study presents the SALCOR framework, an original
integration of the salutogenic model and the COR theory,
offering a comprehensive perspective on employee well-being.
The integration of Antonovsky’s SOC with Hobfoll’s COR
theory creates a unique framework that merges personal and
organisational resources, providing a thorough understanding
of how these resources interact to enhance resilience and
productivity. The SALCOR framework offers practical
strategies for organisations to improve employee well-being.
The implementation of training programmes designed to
enhance SOC and resilience is crucial, along with the
development of organisational cultures that emphasise work-
life balance, social support and employee engagement. These
interventions may effectively reduce burnout, improve job
satisfaction and increase productivity, thereby contributing to
a healthier and more efficient workforce. The SALCOR
framework demonstrates considerable adaptability in various
organisational settings. In healthcare environments marked by
significant stress and burnout, it is essential for organisations
to focus on fostering supportive workplace cultures and
to introduce resilience training through targeted stress
management programmes. In corporate environments,
organisations may prioritise flexible work structures and the
enhancement of psychological resources to promote employee
well-being. Future research should focus on the empirical
validation of the SALCOR framework in different
organisational contexts. Longitudinal studies may offer
valuable insights into the development of individual and
organisational resources over time, along with their impact on
the sustained well-being of employees. Cross-sectoral studies
are essential for improving the application of the framework in
healthcare, education and corporate sectors. Investigating the
specific processes through which SOC and organisational
resources interact will enhance the understanding of the ways
they contribute to resilience, job satisfaction and overall well-
being. The SALCOR framework is an effective tool for
organisations aiming to enhance employee well-being. By
highlighting the significance of both individual and
organisational resources, organisations can develop an
effective workforce capable of addressing and overcoming
workplace challenges. In conclusion, the framework improves
employee satisfaction and fosters organisational success, thus
creating a healthier and more productive work environment.
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