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ORIGINAL ARTICLE

Multilevel Mindfulness
Which Organizational Factors Stimulate Mindfulness in the Workplace?

Linda Koopmans, PhD, Danielle Bruel, MSc, Ellemarijn de Geit, MSc, Roos van den Bergh, MSc, Luuk Bouwens, MSc,
Elsbeth de Korte, PhD, Noortje Wiezer, PhD, and Wouter van der Torre, MSc

Objective: This study aimed to examine which factors in the organizational
context stimulate and/or hinder employee mindfulness. Methods: Two methods
were used: 1) scientific literature review, and 2) qualitative interviews with sci-
entists, trainers, and managers. Results: The individual and the work environ-
ment interact with each other when it comes to mindfulness in the workplace.
Factors at the task, team, supervisor, organizational, and context level stimulate
employee mindfulness. Conclusions: Mindfulness is effective in dealing with
stress but also positively impacts work-related outcomes such as engagement,
concentration, and productivity. A multilevel approach can strengthen the pos-
itive effects of individual mindfulness training in the workplace, ultimately con-
tributing to healthy workplaces.

Keywords: mindfulness, multilevel mindfulness, team mindfulness, mindful
leadership, collective mindfulness

Work is changing because of technological advances, globalization,
and societal challenges such as climate change and the energy
transition.' > Many factors like these cause work to become increasingly
complex and intensive for workers.® Technological advances cause
work to change rapidly and require workers to continuously keep up
their knowledge and skills.>” Hybrid working has become more stan-
dard because of the COVID pandemic and digital technologies, and de-
velopments such as social media cause a continuous flow of incentives
and information. This has advantages but can also cause blurred lines
between work and private life.® In addition, worldwide challenges such
as climate change cause a need for new skills and new jobs,” as well as a
broader attitude and behavior change, for example, in our consumption
behavior.®

Research into mindfulness, particularly as a way of dealing with
stress, has boomed over the last 20 years.” Both psychological and
neuroscientific research show that mindfulness-based interventions
are effective in reducing stress and enhancing mental well-being of
individuals.'®'* More recently, there is increasing evidence for the effec-
tiveness of mindfulness-based interventions on work-related outcomes
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LEARNING OUTCOMES

-The beneficial effects of employee mindfulness can be further
strengthened looking at the organizational context.

-Factors at the task, team, supervisor, organizational and con-
text level can stimulate (or hinder) employee mindfulness.

such as engagement, resilience, collaboration, occupational safety, and
productivity."'*'® The increasing popularity of mindfulness at work
can also be seen in the increasing number of companies that offer in-
house mindfulness training for their employees, including companies
such as Google, Ford, US Marines, and Intel.'” 10

Mindfulness can be defined as: “purposefully paying attention
to the present moment and being aware of mental states and processes
with a sense of openheartedness, curiosity and kindness, and without
judgment.”*® This definition, like other definitions,' emphasizes at-
tentional regulation, focusing your attention on the present moment,
on what you are doing during that time. In addition, the definition em-
phasizes a reflective attitude toward one’s state of mind (emotions) and
mental processes (interpretations, thought patterns). Finally, mindful-
ness is aimed at cultivating a friendly (positive) and curious attitude to-
ward yourself and your surroundings and at refraining from (quick)
judgments (being open minded).

Mindfulness can be viewed as a trait or as a more temporary
state.”> Mindfulness as a temporary state is the degree to which a person
is “mindful” at a specific moment. Through mindfulness exercises, such
as breathing meditations or yoga, one can bring oneself into a ‘state of
being mindful” and one can also train the skills to evoke such a state in
daily life. Mindfulness as a trait has to do with how often someone is in a
temporary state of mindfulness, also called dispositional mindfulness.'>
In this article, we focus on mindfulness as a temporary state that can be
cultivated through practice and interventions.

Individual behavior—like being mindful—is not only dependent
upon a person’s own skills but also on the environment a person is in.
The interaction between person and environment is well-established in
the scientific psychological literature.> 2> Not only does the person im-
pact their environment, but the environment also impacts the person. In a
work setting, the work environment can stimulate or hinder mindfulness
of an employee. For example, a busy work environment such as an open
office space can provide distraction. Pop-ups of e-mails on the screen or
notifications of WhatsApp messages can prevent people from paying full
attention to a certain task. Therefore, it is necessary to look beyond in-
dividual mindfulness and include the organizational context in all its
complexity if we want to stimulate mindfulness in organizations.

A multilevel approach, in which the organization is structured
and managed in such a way that mindfulness can be cultivated and
thrive, both at an individual and a collective level, is useful. The impor-
tance of such a multilevel approach to mindfulness has been recog-
nized by science, but at the same time, such an approach has not yet
been developed.'”*>?° Little research has been done on the impact
of job and organizational factors on mindfulness.'”** Thus, there is
currently no insight into which factors in the organizational context
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TABLE 1. Search Strategy for the Scientific Literature Review

Database Search Strategy

Scopus  TITLE-ABS-KEY(“mindful business operations” OR “mindful
organizations” OR “mindful organizing” OR “multilevel
mindfulness” OR “multi-layer mindfulness” OR “multi level
mindfulness” OR “mindful management” OR “organizational
mindfulness” OR “mindful infrastructure” OR “workplace
mindfulness” OR “collective mindfulness” OR “team
mindfulness” OR “mindful leadership”)

stimulate and/or hinder mindfulness. A multilevel approach to mind-
fulness can strengthen mindfulness in the workplace and its benefi-
ciary effects on, for example, employee stress and well-being, resil-
ience, collaboration, concentration, and productivity.

The research question of the current paper is: Which factors in
the organizational context stimulate and/or hinder mindfulness of the
employee?

The goal is to map context variables that impact mindfulness of
employees—and integrate the findings into a theoretical multilevel
mindfulness model, distinguishing between different levels in the or-
ganization (such as team, task, supervisor, and organization).

METHODS
Two methods were used to identify stimulating and impeding
factors for mindfulness in the workplace, namely, 1) a scientific literature
review and 2) qualitative interviews with scientific experts in the field of
mindfulness, trainers, and managers concerning themselves with mind-
fulness in organizations.

Scientific Literature Review

A systematic literature search was conducted in the Scopus database
in March 2023. Using the search strategy in Table 1, scientific articles on the
relationship between individual mindfulness and organizational-level factors
were identified. Inclusion criteria were: 1) the study describes a link between
individual mindfulness and organizational-level factors and 2) the study
is written in English. No restrictions were placed on year of publication

or publication type. The titles and abstracts that were identified were in-
dependently screened by two researchers. Differences in judgment were
resolved through a consensus procedure. Subsequently, the eligible and
doubtful titles and abstracts were retrieved full-text and three researchers
judged the suitability of the full-text articles. Finally, additional studies
were identified by scanning the reference list of included full-text
articles, Google Scholar, and input from authors and the interviewed
experts. The suitable full-text articles were analyzed in an Microsoft
Excel (version 2308, 2023; Microsoft Corporation, Redmond, WA),
framework and discussed by all researchers in a meeting, to get a sense
of the findings.

Interviews With Scientific Experts, Trainers,
and Managers

A total of 23 national and international experts in the field of
mindfulness were interviewed. Table 2 presents characteristics of the
interviewed experts. The experts included 12 researchers, 5 mindful-
ness-based stress reduction (MBSR) trainers, 3 managers, and 3 human
resource professionals. The experts were approached through the profes-
sional network of the authors. Most interviews (11) were conducted indi-
vidually. There were two double interviews and one group interview (with
3 people). Two researchers were present at each interview. Both online
and offline interviews were held. An interview protocol was developed,
which included questions on the experts’ experiences on integrating
mindfulness (practices) into daily working life and on stimulating and hin-
dering factors of mindfulness in the organizational context. Interviews
were transcribed nonverbatim and were held until data saturation. The
findings from the interviews were summarized in an Excel framework
similar to that of the scientific articles, in which the stimulating and hin-
dering factors mentioned by the experts were classified at relevant levels
in the organization (such as team, task, supervisor, and organization).

Integration of Results

The findings from the literature and interviews were integrated
into a theoretical multilevel mindfulness model, distinguishing be-
tween different levels in the organization (such as team, task, supervi-
sor, organization). Stimulating and hindering factors were classified at
the relevant organizational level. After interpreting the findings from

TABLE 2. Characteristics of the Interviewed Experts

Respondent Job Title

1 Mindfulness Trainer

2 Researcher and Mindfulness Trainer

3 HR Professional and Mindfulness Trainer
4 HR Professional

5 Researcher

6 Researcher and Program Manager

7 Mindfulness Trainer and Program Manager
8 Trainer and Author

9 Director and Founder, Mindfulness Trainer
10 Top manager

11 Researcher

12 Researcher, Professor

13 Manager

14 Director

15 Director and Founder, Mindfulness Trainer
16 Researcher and Manager

17 Researcher and Program Manager

18 HR Professional

19 Researcher, Professor

20 Researcher

21 Researcher

22 Researcher

23 Researcher, Professor

Nationality Gender Practices Mindfulness Regularly
New-Zealand Male Yes
Netherlands Female Yes
Netherlands Female Yes
Netherlands Male Yes
Canada Male Yes
Netherlands Male Yes
Netherlands Female Yes
Netherlands Male No
Netherlands Male Yes
Netherlands Female Yes
Netherlands Male No
Netherlands Male No
Netherlands Female Yes
Netherlands Female Yes
Netherlands Male Yes
German Female Yes
Netherlands Female Yes
Netherlands Female No
Netherlands Female Yes
United Kingdom Female Yes
Netherlands Male No
Netherlands Male No
United Kingdom Male Yes

© 2024 The Author(s). Published by Wolters Kluwer Health, Inc. on behalf of the American College of Occupational and Environmental Medicine.
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the literature, the findings from the interviews were discussed and
added to the relevant level in the multilevel model. The findings from
the scientific literature review were used as a basis. The authors used
the interview results to identify any additional factors mentioned in the
interviews. This took several meetings at which all authors were present.
During these meetings, the results from the included full-texts and the in-
terviews were discussed and interpreted by at least three researchers.

RESULTS

Results of the Scientific Literature Review

The scientific literature search resulted in 349 titles and abstracts.
Of these, 64 were found eligible or doubtful for full-text screening. The
following characteristics from each included study were extracted: (1)
author(s), (2) publication year, (3) country the study was conducted in
or in case of literature study nationality of the author, (4) study design
with description if available, (5) participants if applicable, (6) study fo-
cus and outcome variables, and (7) findings related to the outcomes of
interest, mindfulness, or work factor. Based on the full-text, 50 articles
were excluded as they did not describe a clear link between individual
mindfulness and organizational-level factors (many studies were excluded
because they investigated the influence of mindfulness on organizational

Systematic literature search in
Scopus: 349 articles

A 4

Selecting relevant articles based
on inclusion criteria after reading
abstract: 64 articles

A 4

Selecting relevant articles based
on inclusion criteria after reading
full-text: 14 articles

factors, whereas the current focus is on organizational factors influencing
mindfulness) and/or due to a lack of references. After review, 14 studies
were included. Five additional full-text articles were included from scan-
ning the reference list of included full-text articles, Google Scholar, and
through interviewed experts. In total, 19 studies were included in the
review. See Figure 1 for a flowchart of the study selection process.
Table 3 shows the characteristics and findings of the included studies.
In addition, the included literature review articles are highlighted with
an * in the reference list.

General Overview of the Results

The results—based on an integration of the scientific literature
review and the expert interviews—generally indicate that individual
mindfulness can be stimulated both through training the individual
and through the environment. Thus, there appears to be consensus that
both the individual and the work environment interact with each other
when it comes to mindfulness in the workplace. In the scientific literature,
a few authors highlight the importance of a multilevel approach.?*” The
interviewed experts generally agreed that an individual’s mindfulness
skills are most important for displaying mindfulness, but the context has
a stimulating or hindering influence. Thus, it is crucial to train individuals
in their mindfulness skills for a longer period. The experts also believed

A

References to literature in
selected articles (snowballing):
2 articles

A

References to literature in
interviews with experts: 3 articles

A total of 19 articles were included

FIGURE 1. Flowchart of study selection process.
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that it is possible to shape the organizational context in a way that stimu-
lates mindfulness. A stimulating context can be especially helpful when
an individual has not yet fully developed his or her mindfulness skills.

Factors at the Task Level

At the task level, several factors emerge from the scientific liter-
ature and the expert interviews as stimulating or hindering for employee
mindfulness. These entail task demands and task autonomy (and the bal-
ance between these two), task variety, task complexity, and whether
tasks match personal interests.

Task Demands and Task Autonomy (and Their Balance)

Three articles show that psychological task demands and work-
load are factors that appear to negatively influence mindfulness.?” >’ If
employees experience a lot of work pressure, they are more inclined to
work in a hurry and less inclined to build in moments of rest and reflec-
tion (like a ‘check-in’). There appears to be a reciprocal relationship.
Both scientific literature and expert interviews show that mindfulness
can help deal effectively with work pressure, for example, by not think-
ing about all the things that still need to be done, but by starting and
completing one task with full focus.

Task autonomy appears to be an important stimulating factor for
mindfulness.?” The interviewed experts indicate that when employees
can determine the order of their work themselves, they can choose tasks
that suit their mental and physical state. It is also important that em-
ployees can create moments of rest for themselves. Short breaks can cre-
ate moments of mindfulness. During these breaks, employees can do a
short breathing exercise or take a moment to reflect on their day.

In addition, Lawrie and colleagues found that the balance between
task demands (workload, task complexity) and task control (autonomy
and possibilities to ask for help) stimulates mindfulness.?® This is in line
with research on the balance of job requirements and control options,
which leads to ‘active jobs’ that stimulate learning and innovative
behavior.’*>* An imbalance between job requirements and control
options can lead to stress, or boring and unchallenging work.

Task Variety and Complexity

Task variety and complexity (to a certain degree) seems to have
a stimulating influence on mindfulness. For example, Dane shows that
the relationship between mindfulness and task performance is positive
when one operates in a dynamic task environment and has a high level
of task expertise.>* This relationship is negative when one operates in a
static task environment and is a task novice. Reb and colleagues found
that routine work is associated with more absent-mindedness (being
on ‘auto-pilot’).> On the other hand, they found no relationship be-
tween routine work and awareness (awareness of the internal and exter-
nal world in the present moment). Furthermore, Shahbaz and Parker
found in their review that a lack of variation (or more routine work)
has a negative relationship with mindfulness.?’

In the interviews, experts indicate that a certain degree of com-
plexity that matches the working and thinking level of the employee is
likely to stimulate mindfulness. In addition, alternation between
demanding/nonroutine and less demanding/routine tasks, in combina-
tion with autonomy, can ensure that an employee can choose the right
task at the right time. Then, the occasional simple or routine task can
provide peace of mind. Experts also mention that varying ‘manual
tasks’ and ‘cognitive tasks’ can be a stimulating factor for mindfulness.
This can contribute to the awareness of different sensory inputs and can
help keep attention on the task. Occasional exercise, such as getting
something to drink (without thinking about work), can also have a pos-
itive effect. On the other hand, experts indicate that a lot of variation, for
example, having many different projects or tasks at the same time,
means that a lot of switching has to be done. Often having to shift your
attention during the day (eg, from one project to another) requires a high
degree of attention regulation, and combined with higher stimuli
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input, this makes it more difficult to fully focus on what you are doing
at that moment.

Finally, doing tasks that match someone’s personal interest and
that give someone ‘energy’ is important to be mindful, is indicated in
the expert interviews. If someone naturally likes to do certain tasks, it
is easier to focus and stay focused on those tasks. In addition, a certain
degree of complexity that matches the working and thinking level of
the employee is likely to stimulate mindfulness.

Factors at the Team Level

Team mindfulness can be defined as a team’s shared belief that
team members’ interactions are marked by attention and awareness of
the present moment as well as nonjudgment in the space between indi-
vidual team members, and this shared belief reduces conflict and anti-
social team behavior such as interpersonal undermining of other team
members.®® In line with this, Rupprecht and colleagues define team
mindfulness as collectively paying attention to the team experiences
and their underlying objectives, tasks, roles and structures, in a periodi-
cally consistent and nonjudgmental way.”® This can enhance individual
mindfulness and team effectiveness. For example, Farley and colleagues
show that team mindfulness influences individual emotion regulation
and coping responses (eg, in response to incivility in the workplace).”’

Although mindfulness training in organizations is currently fo-
cused on teaching mindfulness to individuals (both employees and
leaders), team mindfulness is gaining increasing attention and several in-
terventions have been developed for stimulating team mindfulness. For
example, the team mindfulness training developed by Tobias Mortlock
and colleagues existed of a combination of individual MBSR exercises
and collective mindfulness training elements, such as team sessions about
shared norms and values.*® Both the literature and interviews show that
team psychological safety is an important part of team mindfulness and
that this is a part of team mindfulness interventions.”**® Psychological
safety contributes to a bond of trust, a team feeling and good mutual rela-
tionships (connectedness), which can stimulate mindfulness. In addition,
it contributes to openness and transparency, making it easier to discuss
emotions or experienced stress. This also leads to more openness about
norms and values regarding each other’s behavior. A psychologically safe
environment can also be promoted, for example, by managers or other
role models being open and vulnerable, explicitly asking for differing
opinions, and appreciating and valuing different perspectives. In addition,
having a clear structure for team meetings (eg, with a ‘check-in’) and
agreements on how the team works together (eg, how e-mail is used)
can foster mindfulness. Finally, interviewed experts believe that focus-
ing on team goals (instead of only individual goals) and team perfor-
mance (instead of individual performance) can foster mindfulness.

Factors at the Supervisor Level

In addition to team mindfulness, ‘mindful leadership’ is gainin;
attention.***° The term ‘compassionate leadership’ is also used.?**
Mindful (or compassionate) leadership means a leadership practice that
focuses on empathy, generosity, and empowerment to promote well-be-
ing, self-efficacy, and resilience even under high stress.** In addition,
mindful leadership also focuses on clarity, creativity, motivation, and
compassion in serving and leading others. Various studies attempt to de-
scribe the elements of mindful leadership. Wongkom et al synthesized
all these components and built a theoretical model containing four key
elements of mindful leadership, namely, commitment, compassion,
good decision making, and self-awareness.** Similarly, West et al name
four central components of ‘compassionate leadership,” namely, ‘attend-
ing’ (being present), ‘understanding’ (through dialog with employees),
‘empathizing’ (taking the perspective of the employees) and ‘helping’
(supporting employees in their work).>>*' Both conceptualizations re-
quire a committed and supportive attitude and not directive leadership.
The interviewed experts also mention leadership as an important
contextual factor for employee mindfulness. Simple practical things a

© 2024 The Author(s). Published by Wolters Kluwer Health, Inc. on behalf of the American College of Occupational and Environmental Medicine.
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mindful leader can do is, for example, taking the time to pause and prac-
tice mindfulness themselves and not do back-to-back meetings.>*** The
interviewees also mention for example open and transparent communi-
cation, starting meetings with check-ins and giving everyone a voice
during meetings.

There are various training courses that are specifically aimed at
‘mindful leadership.”*%***! Limited research appears to have been
conducted into the effects of mindfulness training for managers (which
are not yet as standardized as the individual MBSR trainings), but there is
some evidence for positive effects on employee performance and job sat-
isfaction.*> Despite the limited amount of research in the effects of mind-
fulness training for managers on employees, there appears to be consen-
sus that the supervisor is an important stimulating (or hindering) factor
for mindfulness in employees.>”* There is also evidence that mindful
or compassionate leadership creates conditions for altruism and intrinsic
motivation, for risk taking, for speaking about errors, concerns, and prob-
lems, for developing improved ways of doing things, for dealing with un-
certainty, and for creating a climate of optimism, efficacy, and cohesion
in teams.*** In addition, a leader who is mindful, defined as individually
mindful, is expected to develop better relationships with their employees
through better emotion regulation.**”** Both regulating a leader’s own
emotions and the social intelligence to effectively deal with emotions
within a team are impor‘ran‘[.47 In concrete terms, this could include notic-
ing (collective) emotions within a team and addressing and discussing
them if necessary. The interviewees indicate that in many organizations
and teams, emotions remain implicit and are not expressed. This is an ob-
stacle to good emotion regulation (a central part of mindfulness). Thus,
there appears to be consensus that mindful leadership is an important
stimulating factor for employee mindfulness.

Factors at the Organizational Level

In the scientific literature, at the organizational level, organiza-
tional climate/culture, organizational vision, values, resources (eg, or-
ganizational support, delegating of authority), and noise emerge as
stimulating or hindering factors for employee mindfulness.”*53>41:4
In a recent review by Shahbaz and Parker organizational caring climate,
organizational resources and noise in the physical work environment
were named as important organizational factors for stimulating or hin-
dering employee mindfulness.”” In line with organizational climate, sev-
eral articles name organizational vision, organizational culture and
values, organizational support, and psychosocial safety climate as im-
portant for stimulating employee mindfulness, respectively,25=>414% A
lack of organizational resources hinders employee mindfulness.>> Most
of these studies also mentioned job autonomy (ie, delegating authority)
and leadership behavior and practices as important for stimulating or

hindering employee mindfulness. In this article, these were discussed
in the previous paragraphs.

The interviewees indicate that for example coherence between
the organizational vision and own goals, a collective (instead of individ-
ualistic) organizational climate, and role models at the organizational
level, stimulate employee mindfulness. The organization facilitating in-
dividual MBSR training and return meetings is also mentioned. Finally,
the interviewees indicated that the physical work environment can play
an important role in stimulating employee mindfulness. A tidy desk, an
ergonomic chair, the setting of the desks in an open office space, and a
serene, natural office environment can stimulate mindfulness. In addi-
tion, the availability of (individual) concentration workspaces, as well
as recharge rooms or relaxation rooms, can stimulate mindfulness.
The physical environment can also be used to give employees small
nudges to be mindful, for example posters on the wall with mindful
quotes or reminders. Finally, a natural, green environment outside
the office building (to look at from the window or to take a walk out-
side) can stimulate mindfulness, as indicated by the interviewees.

Factors at the Context Level

Though not found in scientific literature, factors at the context
level (outside the organization) can impact individual mindfulness at
work, as stated in the expert interviews. Mindfulness is considered a
“way of life” and there is no clear distinction between work and private
life. Most interviewed experts who practice meditation exercises do
the longer exercises at home. An important factor is therefore the sup-
port from the home front, for example, being able to do (longer) mind-
fulness exercises at home undisturbed. In addition, talking about in-
sights from mindfulness (eg, regarding emotions) with those at home
can be stimulating for mindfulness at work, according to the experts.
Second, it is increasingly common to work from home and the home
office can also be considered part of the working environment. Thus,
the physical environment of the home office can impact employee
mindfulness on the days they work from home, according to the experts.
A tidy desk, an ergonomic chair, and a serene, natural working environ-
ment are mentioned here.

All the identified factors were summarized in the theoretical
multilevel mindfulness model presented in Figure 2.

DISCUSSION

Based on a review of the scientific literature and expert inter-
views, factors in the organizational context were identified that stimu-
late and/or hinder mindfulness of employees. The factors were inte-
grated into a theoretical multilevel mindfulness model, distinguishing
factors at the task, team, supervisor, organizational, and context level.
Although training individual mindfulness skills is very important—

Task level
Task demands
Autonomy
Task variety
Task complexity
Task-interest match

Team level
Team mindfulness
Psychological safety
Focus on team goals
and performance

Supervisor level
Mindful leadership

Context
level
Support from
home
Home office

Organizational level
Organizational
climate/culture
Psychological safety
Organizational vision
Values
Resources
Physical work
environment

FIGURE 2. Theoretical multilevel mindfulness model.
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possibly most important according to the interviews—the organization
can play a facilitating and stimulating role in employee mindfulness.
The importance of a multilevel approach toward mindfulness has been
acknowledged,'”**?° but this is one of the first studies to present an
overview of organizational factors that stimulate mindfulness in the
workplace. It shows that various levels in the organization play a role
in stimulating employee mindfulness. Recently, Shahbaz and Parker
also presented an integrated framework for workplace mindfulness
based on a literature review, including workplace factors as antecedents
of mindfulness.”” These include similar factors as found in our study,
such as workload, task demands, job control, supervisor support, and or-
ganizational climate. In addition, we identified several factors such as the
task-interest match, a focus on team goals and performance, organiza-
tional vision and values, and the physical work environment in the office,
which impact employee mindfulness. In addition, in the interviews two
context factors were named that were not found in the scientific literature,
namely, support from home and the home office. Thus, we hope the cur-
rent research further contributes to the field of multilevel mindfulness.

Strengths and Limitations

A strength of the current research is the combination of a scientific
literature review and interviews with experts from research and practice
(mindfulness trainers, business managers, and HR professionals). Given
that research on multilevel mindfulness is still scarce, combining the sci-
entific literature review with expert interviews made the findings richer,
and contributed to a more practical interpretation of high-level concepts
such as organizational culture. A second strength of the current research
lies in further structuring the workplace factors into different levels of task,
team, supervisor, organization, and context. This provides research and
practice with a framework for further insight into how to stimulate mind-
fulness within organizations. This can guide the development of a multi-
level approach and training programs for mindfulness in organizations.

A limitation of the current study is that the quality of the in-
cluded scientific articles varies. Little research has been done on stim-
ulating or hindering factors in the organizational context.’”**>! There-
fore, we also included scientific articles of lower quality in our review.
To enrich and corroborate our findings, we conducted interviews with
experts from science and practice.

Implications for Research and Practice

A multilevel approach has implications for research and practice.
For research on mindfulness in the workplace, it is important to not only
look at employee mindfulness, but it is also worthwhile to take into ac-
count factors at different levels in the organization. Research can give
more insight into the influence of organizational factors on employee
mindfulness, determine possible additional factors in the workplace,
and develop and test the effectiveness of a multilevel approach to stim-
ulate mindfulness in the workplace. Does a multilevel approach indeed
strengthen mindfulness in the workplace and its beneficiary effects on
for example employee stress and well-being, resilience, collaboration,
concentration, and productivity? And how does this work? This will
lead to a broader understanding of mindfulness in organizations.

In practice, looking at mindfulness from a multilevel perspec-
tive calls for broadening of mindfulness training jprograms and a novel
competency framework for mindfulness trainers.*” Currently, mindful-
ness training in organizations focuses on teaching mindfulness to indi-
viduals (both employees and supervisors). In addition to developing
mindfulness in individuals, it can be expected that the need for training
programs focusing on mindfulness of team and organizational pro-
cesses will grow. Thus, mindfulness training organizations may need
to broaden their approach. An example of such a “next generation”
training program can be found in the study by Tobias Mortlock and
colleagues, which combined both individual and team mindfulness
training among military officers.*® For organizations interested in im-
plementing mindfulness, a theoretical multilevel mindfulness model

could also guide the understanding of and application of a broadened
approach toward mindfulness in the workplace.

Future Research

Research on multilevel mindfulness is still in its infancy. The cur-
rent research, based on a scientific literature review and expert inter-
views, is exploratory in nature and has gathered new information on
which workplace factors are important for stimulating employee mind-
fulness. The theoretical multilevel mindfulness model presented in this
article should be further filled by other research. Additional research
may also further substantiate the relationships between the workplace
factors and employee mindfulness. Another avenue for future research
is to develop a multilevel approach to strengthen the application of
mindfulness within organizations. This approach should consist of
tailor-made interventions directed at different levels of an organization,
in coherence with each other. The goal is to enhance the positive effects
of individual mindfulness training through additional task, team, and
organizational-level interventions. In addition to interventions that affect
the different levels of the organization (such as work design and leader-
ship training), additional activities related to mindfulness training can
also be organized, such as team workshops and come-back meetings.
All this contributes to a better landing of mindfulness within organiza-
tions. Finally, an important challenge for the future lies in making mind-
fulness more “normal” within organizations. The interviewed experts
feel that mindfulness is often still seen as something vague by managers
in organizations. As the current research shows, a positive organiza-
tional climate toward mindfulness and psychological safety are very im-
portant for employees to display mindfulness at work. Only by normal-
izing mindfulness in organizations can its full potential be unlocked.

CONCLUSIONS

The current research contributes to the field of multilevel mind-
fulness by presenting a model containing factors at different levels in
the organization that are important for stimulating employee mindful-
ness. Although research in this area is still scarce, we believe that itis a
promising avenue for future research into mindfulness in the work-
place. A multilevel approach can strengthen the positive effects of in-
dividual mindfulness training in the workplace, contributing to, happy
individuals and sustainable organizations.
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