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1. Organizational well–being, relational climate and produc-
tivity

As early as the 1930s, thanks to pioneering research by Elton Mayo,1
scholars put forward the theory that possibility that a climate of well–
being and environmental and relational health at the workplace could
be beneficial not only to the health and gratification of workers but
also to the eYcient operation of the enterprise. However, it was a
long time before this view established itself in the corporate world,
and still today many companies and Managers consider the well–
being of workers as hardly relevant (if not antagonistic) to the good
functioning of companies. This opinion has long been shared, or at
least tolerated, even by the workers themselves and by those who
represent them, so much so that their requests have so far focused
almost exclusively on quantitative aspects such as working hours and

1. In the years from 1927 to 1932, Elton Mayo conducted a series of ground–breaking
experiments at Western Electric’s Hawthorne Works in Chicago to determine the eVects on
productivity of introducing certain changes in working conditions, including: reduction of
working hours, higher number of breaks, and economic and social incentives. Surprisingly,
the results showed that any change, even seemingly disadvantageous to workers, produced
an increase in productivity; moreover, even when the groups went back to the initial work-
ing conditions without incentives or breaks, productivity still increased. Mayo explained this
apparently contradictory phenomenon with the fact that frequent communication with the
researchers made the employees feel more recognized as individuals and no longer consid-
ered as cogs in a machine. Therefore, for the purposes of productivity, group cohesion and
social recognition were more important than any incentive related to pay or other material
working conditions (Mayo E., 1933). According to Mayo, worker action is largely governed by
a “sentiment”, which was of a diVerent order to managers’ appraisal of the situation “in terms
of costs and eYciency”. The most important result of this experiment was that it refuted the
Taylorist theory which, while valid in some respects, was overly based on the value of personal
interest: “The desire to stand well with one’s fellows, the so–called instinct of association,
easily outweighs the merely individual interest and the logical reasoning upon which so many
spurious principles of management are based” (Mayo, 1949).
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pay, giving little importance to qualitative aspects such as the physical,
social and moral conditions in which you work.

The crisis that has aVected the Western economy in the last few
years make it sound even more utopian and unrealistic to speak of
well–being and good relationships in the workplace, and in fact many
entrepreneurs, politicians and economists consider them luxuries
we cannot aVord, especially in a situation like the present one, where
even the basic aspects of employment (stability, pay, retirement) are
at risk. Yet, this is a narrow view that regards the improvement of
working conditions as concessions to workers, without considering
their eVects in increasing business productivity. Conversely, in my
opinion it is precisely in times of crisis and emergency that organi-
zations should strengthen the ranks of internal cohesion and find
alternative ways to develop productivity: improving environmental
and relational conditions would cost much less to organizations than
economic incentives to productivity or the hiring of new workers,
albeit temporary.

Unfortunately, these concepts have so far struggled to make any
headway, even among scholars and professionals, mainly due to old
habits and cultural blindness. Just as, for a long time, medicine fo-
cused on how to treat illnesses, and understood only just recently
the importance of preventing them by investing in health and educa-
tion, so work organisation experts have studied and addressed the
dysfunctional aspects long before looking at how to promote greater
well–being.

In medicine, this approach was one of the factors that made
doctors lose sight of the patient as a human being and consider
diseases as entities in themselves, rather than as symptoms of a
disharmony of the entire system. Something very similar happened,
in my opinion, in organizational science and technology.

However, something has changed in recent years: we are real-
izing that a climate of well–being is positive not only for workers,
but also for the organization itself, just as diseases involve a cost not
only to the individuals who are aVected, but also for the organization
in which they work. For example, a work environment character-
ized by a “cold”, poorly cooperative or, even worse, conflict–ridden
interpersonal climate, can generate in the employees of that organiza-
tion (including the Executives and Managers) lack of motivation and
malaise, which in more exposed or weaker individuals can lead to
outright mental disease or psychosomatic disorders. These diseases,



When you feel good, you work better 133

or simply a form of widespread malaise, in turn reflect on the func-
tioning of the organization, and this occurs in various ways, some
extreme, like burnout, others less severe but much more common,
such as:

a) stress–related fatigue resulting in poor performance at work;
b) demotivation and consequent lack of commitment to work

or absenteeism;
c) increased sickness leaves;
d) reduced willingness to perform one’s duties with a certain

amount of flexibility;
e) reduced willingness to cooperate with colleagues in tasks that

require teamwork;
f ) time lost to work and devoted instead to being part of resolv-

ing internal conflicts;
g) discontent that may induce some employees to speak ill of

the organization, with a negative impact on its image.

We could add many more negative eVects, but this first list is
enough to give an idea of the high social and economic costs that
workplace malaise involves both for the organization and for society
in general. So, an organizational policy that pursues greater well–
being in the workplace does not only produce benefits for workers
but also for the organization itself. In the following pages we will
develop this argument with particular reference to the importance
of the communicative-emotional-relational climate and the need to
foster or create in the diVerent components of the organization —
from employees to Managers and Executives — greater awareness
and interpersonal skills, in order to improve the quality of communi-
cation and internal relationships and the management of emotions
arising from them, while enhancing group cohesion and motivation
to cooperate.

2. Organisational well–being and quality of relationships

Workplace well–being should not be defined simply as the absence
of overt disorders such as stress, mobbing or burnout, but as a state
of harmony with oneself, others and the physical social and cul-
tural environment in which one acts. Harmony is not dependent
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on quantitative aspects, but on the quality of the relationships that
exist between one element and the other, and the most important
relationships in an organization are interpersonal relationships: with
colleagues, supervisors and/or direct reports, with customers/users
and with suppliers.

Of course, the issue of well–being is not limited to the interper-
sonal dimension but also involves others; however, this dimension
is in my opinion the most important and at the same time the most
neglected, not only in organizations but in virtually all spheres of so-
cial life. In organizations this neglect has been even stronger, because
they are penalized by the fact of having been raised in the wor-
ship of rationality (believed to be disconnected and disconnectable
from emotions and feelings), and therefore have considered the
management of the relational domain as useless, unnecessary, if not
downright annoying, irritating, and even a sign of weakness. Many
Executives have been trained to remove relational intimacy and the
related emotional experiences, and to be suspicious and wary of
them. One of the core beliefs of the Western technocratic culture has
been that emotions hinder rationality (and therefore productivity)!

In actual fact, the latest findings in the areas of neuropsychology,
neuro–biology and psycho-neuro-endocrine-immunology demon-
strate the exact opposite and reconsider the role of the emotional
and therefore relational component.2

Therefore, while so far businesses and organizations have gener-
ally favoured investments in tangible aspects related to their existence
and development (buildings, equipment, infrastructure, staV, etc.)
the time has come for them to invest seriously in the intangible, but
equally (and perhaps more) essential aspect, including the quality of
relationships, motivation and group cohesion, eVectiveness of inter-
personal communication, prevention and constructive management
of conflicts.

The first step in this direction is to develop the communicative–
relational skills of the staV, whether employees, Managers or Exec-
utives, in order to make people increasingly able to manage their
social interactions in a positive and cooperative manner. Through
appropriate methodologies and training, it is possible to significantly
improve the relational climate within the organization and facilitate

2. See among others C. Pert (2014); A. R. Damasio (1995); J. LeDoux (1999), D. Goleman
(1996).
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collaborative processes for greater eVectiveness and eYciency and a
better quality of life.

In order for training to be truly eVective, however, it has to
go beyond the traditional approach, limited to lectures and mainly
theoretical contents. It has to focus on first–hand experience and to
give people, in addition to the theoretical knowledge (which is cer-
tainly necessary, but not suYcient), also the opportunity to develop
their awareness (to “see with their own eyes” their own and others’
communication–relational shortcomings) and can at the same time,
through appropriate practical activities, learn new and more con-
structive communication and relational styles, not mechanically but
consciously understanding their usefulness and incorporating them
into the way they are.

In order to train people to manage interpersonal processes more
eVectively, they certainly need to be provided with appropriate theo-
retical knowledge (Knowing) but they also need to be taught tech-
niques of various types, using repeated practical exercises (Knowing
How). Nevertheless, without adequate awareness by those who ap-
ply them, theoretical knowledge and operating techniques are like
empty shells without any real use. Only adequate awareness of self
and others can give a soul to the theories and techniques and make
them alive and integrated with the individual (Knowing How To
Be).

These three dimensions of training — Knowing, Knowing How
and Knowing How To Be — are the pillars of a training methodology
prepared I have developed since the early 1990s and subsequently
named Coremotional Education, where COREM is an acronym for
Communication, Relationship, Emotions (and Awareness: the core of
COREM, i.e. the innermost part, the soul). My staV and I have applied
and tested this methodology in a wide range of training courses
addressed to companies, hospitals, schools, voluntary associations
and social organizations, and in an equally wide range of higher
education courses, unique in Italian academic oVering, held at the
University of Siena from 2001 to the present and called “COREM
Project”.

Thanks to these repeated training experiences, the model has
been constantly revised, supplemented and improved over the years,
achieving an ever higher level of eVectiveness. Its main distinctive
strength is the importance given to the development of awareness
in participants, both as self–awareness and of awareness of others and
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of the interaction with them. Self–awareness involves being able to
observe, listen and understand what happens in yourself as a result
of interaction with others: positive and negative emotional reactions,
cognitive consonance or dissonance, misunderstandings, etc. Aware-
ness of others and the interaction with them concerns being able to
observe, listen and understand what really happens during interac-
tions between you and the other person: verbal and non–verbal signs,
content and relationship messages, representation of the respective
masks, explicit and implicit expression of needs and expectations etc.

Once an adequate awareness of their own and others’ commu-
nication styles and interpretation and emotional patterns has been
developed, people need to experience the possibility of exploring new
paths, overcoming habits and patterns and learning more eVective
ways of managing their internal and interpersonal processes.

Therefore, the teaching method should focus on both levels:
awareness of the current state (with its limits and consequences) and
testing of possible future states (with the associated advantages of
greater eVectiveness and lower “costs”). A laboratory style teach-
ing, participatory and implicational, which, by proposing specific
situations and exercises, invites trainees to revisit known areas in a
diVerent, more aware perspective, and then discover and experiment
with new ways of dealing with given situations and problems.

In addition to traditional lectures (as short as possible), the courses
also include, in particular: simulations, role plays, communication
“games” in pairs and groups; awareness techniques (sensory motor,
emotional, cognitive, interactional); sessions in which the partici-
pants’ experiences and feelings are compared and shared as a group;
exercises on active listening and empathy, assertive communication,
team building and group cohesion, conflict resolution, etc. Thus,
the training setting becomes a gymnasium where people train to
meet the demands that relational life requires us to face every day,
supported by a trainer/facilitator, by appropriate tools and by the
strength of a group that allows us to transform something that cannot
be expressed into something that can be shared.

I would like to emphasize that, while eVective, this methodology
is not at all straightforward to put into practice, nor is it at all “easy”
on the trainers (who must have taken the training themselves before
they can deliver it to others) or on the trainees, who must be really
motivated and willing to get involved all the way, or on the client,
who must be willing to take the risk of discovering that “the emperor
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is naked” (if indeed he is). Being well aware of this, I have never tried
to achieve large–scale dissemination of Coremotional Education; in
fact, I have been very selective in choosing clients, going so far as to
refuse assignments that were very attractive in economic terms but
would have entailed an excessive lowering of the educational level,
which would have betrayed the spirit of the CO.R.EM. model.

Despite this selective approach, in my over 30 years of profes-
sional practice I had the opportunity to conduct many training and
consultancy projects with organizations, and I can say in all sincerity
that HDI was the longest, the most thorough and also the most re-
warding. The decision of the Company and its management to tell all
about it in this book bears witness to the honesty and transparency
that distinguishes them, and that at the time led me to accept the
oVer to work with them. Therefore, I would like to thank them
wholeheartedly, as I would like to thank all the people on my staV

who in recent years have made this project possible, with a special
mention for Ilaria Buccioni, who skilfully coordinated it from the
beginning, and Anna Maria Palma, who oversaw some of the most
delicate phases. Both of them contribute to this book with their
essays.

I am pleased to conclude this short contribution with the hope
that the pilot experience described in this book will stimulate other
Italian and foreign companies to follow suit and invest in training that
is not only technical and day-to-day business oriented, but instead
aims at a real growth of the Company, which, as I mentioned and as
we will see in greater detail throughout the book, cannot be achieved
without a real growth of the individuals who are part of it.
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