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| Background

Concept and
Definition

The steady decline in workforce emotional intelligence and
engagement documented across industries has exposed a
fundamental limitation of conventional HR practice. Most
organizations identify workforce issues only after they appear
as increased turnover, absenteeism, burnout, lower
productivity, or declining service quality. This is largely
because conventional HR relies on reactive tools, such as
annual engagement surveys and exit interviews, which
capture problems after they have become established rather
than detecting them early. As a result, organizations often
miss the opportunity to intervene before disengagement and
emotional strain escalate into broader business challenges.

Emotional Recession Analytics represents a new generation
of HR and L&D practices, integrating pulse sentiment data,
organizational network analysis, and behavioral signals to
give banks the capability to detect emotional depletion early,
modeling how it spreads across teams, and intervene before it
fully materializes into turnover or reputational damage. This
is not merely an upgrade to the annual engagement survey —
it is a fundamentally different approach to workforce
intelligence that transforms HR from a reactive responder
into a proactive anticipator of collective emotional decline.

Emotional Recession is defined as a sustained, collective
decline in a workforce's emotional intelligence, motivation,
andrelational capacity — measurable through pulse sentiment,
behavioral proxies, and standardized Emotional Quotient
(EQ) assessment — that is tracked and addressed with the
same discipline banks apply to financial or operational risk.

Emotional recession is distinguished from ordinary individual
burnout by four defining characteristics:

e Collective, Not Individual: it is tracked at the level of
teams, functions, or the whole organization, rather than
diagnosed in a single struggling employee.

e Cross-Functional Contagion: disengagement in one team
spreads to adjacent teams through shared managers,
meetings, and social ties, in much the same way a shock
spreads through a financial network.

e Measurable Rather Than Subjective: it is tracked through
frequent pulse sentiment, standardized EQ competency
scores, and behavioral proxies, rather than assumed from
asingle annual engagement score.

e Cyclical and Recoverable: like an economic recession, it
has a start, a decline , and a recovery phase, meaning HR
leaders can chart where the organization sits in the cycle
and calibrate the response accordingly.
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| Importance

| Benefits

The three primary drivers typically addressed in a mature
emotional recession framework are: individual-level drivers
(workload, role clarity, psychological safety), team and
managerial drivers (leadership behavior, recognition, manager
capability), and macro drivers (economic uncertainty,
restructuring, and technological disruption). A mature
framework tracks each driver independently while analyzing
how they interact.

The case for treating emotional recession as a tracked, named
workforce condition rests on both the limits of legacy
engagement tools and the increasing pressure banks face to
retain and protect their people. The urgency can be
summarized as follows:

e Failure of Legacy Engagement Tools: the annual
engagement survey that dominates most HR calendars
was designed for stable conditions. It systematically
misses fast-moving, cross-team declines, and by the time
the results are analyzed, they may no longer reflect the
current reality.

e Shrinking Warning Windows: economic uncertainty,
restructuring announcements, and market volatility
increasingly translate into workforce sentiment shifts
within days rather than quarters, compressing the time
HR has to respond.

e Growing Governance and Accountability Expectations:
supervisors, boards and investors are placing growing
emphasis on employee wellbeing, conduct risk,
psychological safety, and duty-of-care obligations. As a
result, banks are expected to move toward more
sophisticated, forward-looking workforce risk indicators.

e Competitive and Talent Advantage: institutions that can
detect and address emotional depletion early retain top
performers and protect service quality, a meaningful edge
in a sector already competing with fintech and technology
employers for the same talent pool.

Banks that develop mature emotional recession detection
and response capabilities achieve measurable advantages
across retention, culture, and governance:

e Reduced Peak Attrition: earlier identification of
deteriorating sentiment enables proactive workload
redesign, manager coaching, and targeted support —
reducing peak resignation waves compared to reactive
approaches.

e Optimized People Investment: predictive sentiment data
lets HR direct wellbeing and L&D budget where they are
needed most, rather than rolling out generic programs to
everyone equally.
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Core Detection
Methods &
Techniques

Improved Decision Quality: real-time sentiment
monitoring gives HR leaders and executive committees
timely insights to make confident decisions, on workload,
restructuring pace, and support resourcing.

Governance Credibility: demonstrating a structured,
forward-looking approach to workforce wellbeing builds
confidence with boards, regulators, investors and rating
agencies that increasingly track psychosocial risk.

Cross-Functional Intelligence Value: emotional recession
data generates insight that benefits succession planning,
restructuring design, and change-management, helping
leaders make more informed business decisions.

Emotional Recession Analytics uses integrated approaches to
detect and measure workforce emotional decline before it
fully materializes:

Machine Learning (ML) Engagement Early-Warning
Systems — models trained on historic attrition and
engagement data scan pulse survey results, HR system
records, and workload metrics to generate real-time
disengagement-risk scores by team.

Natural Language Processing (NLP) Sentiment Analysis
— language models continuously analyze anonymized
survey free-text, internal forum posts, and town-hall
transcripts to detect shifts in tone and emerging concerns
before they show up in resignation numbers.

Organizational Network Analysis — network models map
reporting lines, meeting patterns, and collaboration data
totrace how disengagement in one team s likely to spread
to connected teams.

Agent-Based Simulation of Team Dynamics — models
simulate howindividual behavioral responses (withdrawal,
reduced discretionary effort) aggregate into team-level
and organization-level outcomes, useful for testing
restructuring scenarios before they are announced.

Reverse Attrition Testing — instead of only measuring
currentsentiment,thisapproachstartsfromahypothetical
mass-exodus scenario (high employee turnover) and
works backward to identify which current conditions
would make it plausible.

Passive & Alternative Data Signals — badge-swipe
patterns, calendar density, out-of-hours messaging, and
system-usage data provide early behavioral signals well
ahead of any survey response.

Together, these techniques enable genuinely anticipatory
workforce management rather than reactive responses to
attrition that has already occurred.
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| Challenges

While Emotional Recession provides a valuable framework
for understanding workforce well-being, banks can face
several challenges in effectively measuring, monitoring, and
managing it like:

Stigma and Disclosure Reluctance: employees,
particularly in hierarchical or highly competitive banking
environments, may be reluctant to disclose emotional
strain for fear it will be read as weakness or
under-performance.

Measurement Difficulty: emotional capacity is harder to
quantify than financial or operational metrics, and
organizations often lack a consistent baseline to track
changes over time. .

Distinguishing Systemic from Individual Causes: HR
teams must separate a genuine organization-wide
recession from ordinary individual burnout, since the two
call for different responses.

Data Integration Complexity: combining survey data, HR
system records, and passive behavioral signals into a
coherent, well-governed people-analytics platform
requires substantialinvestment and ongoing maintenance.

Privacy and Trust: passive and behavioral data sources
raise legitimate employee privacy concerns, and any
monitoring perceived as surveillance can itself damage
the trust the initiative is meant to protect.

Regional and Cultural Variation: attitudes toward
disclosing emotional struggles differ significantly across
markets, requiring detection and response strategies to
be adapted rather than imported wholesale.

Balancing Business Performance and Employee Well-
Being: Banks must continue to meet business and
performance targets even when employees are
experiencing high levels of stress or emotional fatigue.
Finding the right balance between achieving business
goals and giving employees the support and recovery time
they need remains a major challenge.
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From Reactive
to Proactive:
The Strategic
Shift

The transition from reactive to proactive workforce
management represents one of the most consequential
strategic evolutions in modern HR practice. For decades,
employeewellbeinginfinancialinstitutionswasfundamentally
backward-looking: disengagement was identified, measured,
and addressed only after it had beguntoshowupinresignation
numbers. Annual engagement surveys were reviewed months
after the sentiment they captured had already shifted, and
support programs were activated only once attrition had
already accelerated.

Emotional Recession Analytics inverts this logic entirely. It
applies data analytics, sentiment modeling, and behavioral
signals to forecast the likelihood and severity of workforce
disengagement — enabling preventive action before
resignations occur. This shift from reactive to proactive
workforce management is helping banks stay ahead of
attrition waves, protect service quality, and gain strategic
advantages unavailable to institutions still operating in a
reactive posture.

The strategic shift involves several fundamental changes in
workforce management:

e From periodic measurement to continuous monitoring
through pulse sentiment and behavioral analytics.

e From reactive interventions to predictive action,
enabling HR to address emerging risks before
disengagement becomes widespread.

e From individual wellbeing initiatives to workforce-wide
emotional intelligence management, recognizing
emotional health as an organizational capability.

e From lagging indicators to leading indicators, allowing
leaders to anticipate workforce challenges rather than
simply report them.

e Fromgenericsupportprogramstotargetedinterventions,
directing resources to the teams and issues that require
the greatest attention.

e From HR reporting to strategic workforce intelligence,
integrating emotional analytics into business planning,
organizational change, and governance.

The emerging frontier beyond detectionis prescriptive people
analytics — frameworks that go beyond forecasting
disengagement to actively recommending the specific
intervention (workload redesign, manager coaching, targeted
support) most likely to prevent it. This represents the next
phase of the reactive-to-proactive journey, from anticipating
decline to algorithmically optimizing the response.
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Practice in the
Banking Sector

HSBC ("Healthy Minds" Program)

HSBC built its wellbeing strategy around three pillars —
awareness, allyship, and access — training leaders in
supportive conversations and tracking a "HSBC cares about
my wellbeing" sentiment score at board level. Employee
awareness of available mental health support has risen
substantially over recent years as a direct result.

Standard Chartered (Enhanced Employee Assistance and
Global Learning Week)

Standard Chartered expanded its Employee Assistance
Program and trains people leaders to spot early signs that a
colleague may be struggling. Its Global Learning Week has
engaged more than 26,000 colleagues in building habits that
support sustainable performance, part of a wider approach
spanning individual, team, and organizational wellbeing.

JPMorgan Chase ("This Is Me" Campaign)

JPMorgan Chase runs a global "This Is Me" campaign giving
employees a platform to share personal mental health
journeys, credited with reducing stigma at senior levels of the
bank. The bank has also removed deductible requirements for
in-network mental health visits across its U.S. medical plans to
lower the practical barrier to seeking help.

Garanti BBVA (Digital Wellbeing Partnership)

Garanti BBVA partners with a workplace mental health
platform to give thousands of employees access to
personalized, digital emotional wellbeing support, reflecting a
broader shift among banks toward always-available, app-
based tools that fit around demanding and often irregular
working hours.

Lloyds Banking Group (Mental Health Advocate Network)

Lloyds Banking Group has trained thousands of colleagues as
internal "Mental Health Advocates" since 2017, as part of a
long-running partnership with the charity Mental Health UK
that has also raised more than £16 million to fund external
support services. The advocate network is designed to
normalize everyday conversations about mental health well
before a colleague reaches crisis point.
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DBS Bank (the "TOGETHER" Movement and iOK Program)

DBS introduced meeting-free Friday afternoons and a
permanent hybrid model after pulse surveys showed
employees struggling with blurred work-home boundaries. Its
iOK service gives staff and their dependents free, round-the-
clock, confidential counselling in dozens of languages, run
under a wider "TOGETHER" movement addressing physical,
emotional, and mental wellbeing together.

Deutsche Bank (Mental Health First Aider Network)

Deutsche Bank has trained more than 800 employees globally
as Mental Health First Aiders, giving colleagues an accessible
first point of contact before a situation requires formal clinical
support. The bank's broader wellbeing program was
recognized as Financial Services Employer of the Year at the
InsideOut Mental Health Awards for its combined focus on
prevention and recovery.
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