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Abstract—This research paper examines the relationship 

between mental health initiatives and employee 

performance through a case study of Zomato, a 

prominent food delivery platform. The study analyses 

how Zomato's mental health programs have affected 

various performance metrics, including productivity, 

retention rates, job satisfaction, and overall 

organizational outcomes. By examining publicly 

available information about Zomato's mental health 

initiatives and their reported effects, this paper provides 

insights into the practical application of workplace 

mental health support systems. The research reveals that 

targeted mental health programs can significantly 

enhance employee performance while fostering a 

healthier organizational culture. The findings suggest 

that companies investing in comprehensive mental health 

strategies may benefit from improved operational 

efficiency, reduced absenteeism, and heightened 

employee engagement. This case study offers valuable 

perspectives for organizations considering similar 

initiatives and contributes to the broader understanding 

of mental health's role in workplace performance. 
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I. INTRODUCTION 

 

Workplace mental health has become a critical concern 

worldwide. According to the World Health 

Organization, over 15% of working-age adults have a 

mental disorder at any time, and conditions like 

depression and anxiety cost the global economy an 

estimated $1 trillion annually in reduced productivity. 

Work can protect mental health, but it can also 

contribute to stress and illness; importantly, work-

related mental health issues are largely preventable 

with proper supports. Employees facing unaddressed 

stress or psychological issues often show lowered 

morale, reduced productivity, higher absenteeism, and 

can even leave their jobs. Thus, many modern 

organizations focus on employee well-being as both a 

moral and business priority. In this context, the food-

delivery sector – especially companies like Zomato – 

is of interest because it combines high growth with 

intense workplace pressures, especially for delivery 

staff and tech employees. 

Zomato is an Indian food-tech company founded in 

2008, which has transformed the way people find and 

order food. Co-founders Deepinder Goyal and Pankaj 

Chaddah left their corporate jobs to start a restaurant 

listing website called Foodiebay in July 2008. They 

incorporated as Zomato in 2010, rebranding their 

service and launching mobile apps to reach more 

users. In its early years, Zomato expanded rapidly 

across India – reaching cities like Delhi, Mumbai, 

Bangalore, Chennai, Pune, Ahmedabad and 

Hyderabad by 2011 – and then internationally by 2012, 

entering markets in the UAE, Sri Lanka, Qatar, the 

UK, the Philippines, and South Africa. Between 2013 

and 2015, Zomato continued worldwide expansion 

(New Zealand, Turkey, Brazil, Indonesia, Chile, 

Portugal, Canada, Lebanon, Ireland). Strategically, in 

January 2015 Zomato acquired Urbanspoon (a US-

based restaurant portal), marking its entry into the 

United States and Australia. 

Zomato moved into food delivery in March 2015, 

initially partnering with courier firms and later 

building its own fleet (it acquired delivery service 

Runnr in 2017). The company also launched related 

features like table reservations and a membership 

program (“Zomato Gold”) by 2017. In January 2020, 

Zomato made a major step by acquiring Uber Eats’ 

India business (for ~₹1,900 crore in stock), instantly 

raising its market share above 50%. Most recently, 

Zomato went public in July 2021: its IPO raised about 

$1.3 billion, valuing the company around $8.6 billion. 

Today Zomato (headquartered in Gurgaon) is a 
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multinational platform offering search, discovery, and 

ordering of food and groceries in India and several 

other countries. 

As Zomato grew, its internal culture and policies also 

evolved. Early employees like Aakriti Chopra helped 

shape workplace norms emphasizing work-life 

balance and benefits, including a focus on mental 

health and women’s welfare. For example, in 2020 

Zomato introduced menstrual leave (10 days/year for 

women and trans staff) and has taken steps to support 

delivery workers’ safety and rest. In March 2023, CEO 

Deepinder Goyal announced the Shelter Project, 

establishing public rest areas (with water, washrooms, 

charging) for delivery riders to use between shifts. 

These measures reflect Zomato’s recognition that 

worker well-being – not just customers or restaurants 

– is crucial to sustainable growth. 

Globally, mental health awareness has risen sharply in 

recent decades. Where it was once taboo, today I see 

World Mental Health Day (instituted in 1992) drawing 

international attention, and countless campaigns 

against stigma. Major organizations like the World 

Federation for Mental Health (founded 1948) and 

WHO promote “mental health for all,” and companies 

around the world now routinely mark Mental Health 

Month or Week with internal programs. Awareness has 

grown in India as well: surveys show a dramatic shift 

in attitudes. For example, one study found that in 2021, 

92% of urban Indians said they would seek 

professional help for mental health (up from 54% in 

2018). Similarly, the share of people who believe 

individuals with mental illness can work and lead 

healthy lives jumped from 32% (2018) to 65% (2021). 

Yet these gains come against a backdrop of still-

inadequate resources: India’s 2022 suicide rate was 

11.6 per 100,000, and over 195 million Indians (14.6% 

of the population) had a mental disorder in 2017. Only 

a small fraction seek care due to stigma and lack of 

services – India spends around 0.06% of its health 

budget on mental health, and the country has only 

about 0.75 psychiatrists per 100,000 people. These 

facts highlight the ongoing need for both awareness 

and support systems. 

Within India’s growing tech and gig-economy sectors, 

workplace stress has become more visible. Employees 

in IT and BPO roles often work long hours and face 

job insecurity; a 2014 study of Chennai’s IT/BPO 

workers found over half reported depression, anxiety 

or insomnia. Tech industry insiders note that “52% of 

people who work in tech experience depression or 

anxiety” (over half of surveyed workers in one study), 

and roughly 40% of tech workers may experience 

professional burnout. Many software and startup firms 

have begun offering wellness benefits as a result. For 

example, global tech leaders run extensive mental 

health programs: Microsoft’s CARES initiative 

provides confidential counseling and wellness 

coaching to employees (and families) via mobile apps 

and workshops. Google created a series of videos 

called “Meet the Moment” on stress, sleep and anxiety, 

and has an employee mindfulness program “gPause” 

built into its office culture. Companies like Cisco also 

publicly highlight access to free therapy through 

Employee Assistance Programs (EAPs). In emerging 

markets and India, many IT firms likewise have EAPs, 

helplines, and yoga/meditation sessions – though 

uptake varies. 

The food delivery sector presents specific mental 

health challenges. Delivery riders work in a highly 

uncertain, often dangerous environment. News reports 

and academic studies describe daily ordeals of these 

workers: long hours in traffic, heavy workloads, abuse 

from customers, and pressure from app-based rating 

systems. One Economic Times article recounts 

delivery boys being beaten, abused or assaulted, facing 

harsh sun and monsoon rains, and even job loss due to 

a single late delivery. Psychologists emphasize that the 

unpredictable income, irregular schedules, and high 

risks create chronic stress for gig riders. For example, 

an analysis of India’s delivery workers during 

COVID-19 noted that “irregular working hours” were 

a leading cause of stress, leading to depression, fatigue 

and even substance use over time. Other cited stressors 

include delayed wages, rude customers, congested 

roads, and strict delivery deadlines. Such conditions 

can undermine a worker’s mental health and, in turn, 

their performance and safety. 

Globally, awareness of these gig-related stresses has 

prompted action. Zomato and competitors have 

launched initiatives: besides rest shelters, Zomato now 

offers emergency ambulance service and periodic 

safety training for riders. Swiggy rolled out an 

ambulance service for riders in emergencies, and also 

provides death and disability insurance for partners. 

Some companies have begun including gig workers in 

their wellness programs; psychologists recommend 

including these workers in counseling and offering 

financial support to ease their money-related anxieties. 
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Historically, workplace mental health advocacy has 

grown from small roots into a broad movement. In the 

mid-20th century, U.S. companies began Employee 

Assistance Programs to help workers with alcoholism; 

Macy’s and Northern State Power Company started 

such programs in the 1940s. Over time, EAPs 

expanded to cover a range of personal and mental 

health issues. Governments also gradually passed anti-

discrimination and parity laws. For instance, in 1990 

the U.S. passed the Americans with Disabilities Act, 

protecting mentally ill employees from job 

discrimination, and later the Mental Health Parity Act 

helped insurers cover mental care equally with 

physical health. Nonprofits like Mental Health 

America and NAMI have long campaigned to put 

mental illness on the public agenda. By the 2000s, 

many countries instituted official awareness efforts 

(for example the UK’s Mental Health Foundation held 

its first Awareness Week in the 1990s, and India 

observes a National Mental Health Day). Today 

international organizations (WHO, ILO) explicitly 

urge employers to promote mental well-being, and 

large-scale surveys (e.g. APA surveys in the U.S.) 

highlight the gap between employee needs and 

corporate support. 

In theory, several psychological models help explain 

how workplace factors affect mental health. One 

influential framework is the Job Demands–Resources 

(JD-R) model, which posits that burnout and stress 

occur when job demands (e.g. workload, time 

pressure) exceed the job resources (e.g. autonomy, 

support) available to employees. Another is 

Conservation of Resources (COR) theory (Hobfoll), 

which suggests that stress arises from the threat of 

losing valuable resources (time, money, social 

support) or failure to gain them after significant 

investment. Applied to work, COR implies that 

employees under constant resource loss (high 

demands, low rewards, financial strain) will feel 

depleted and ill. The Broaden-and-Build theory 

(Fredrickson) offers a more positive angle: it argues 

that positive emotions broaden one’s ability to cope 

and build resilience over time. In practice, this means 

that fostering positive feelings (through supportive 

culture or recognition) can indirectly improve mental 

health by expanding employees’ coping “toolkit.” 

These theories, along with others like Maslach’s 

Burnout framework and Self-Determination Theory, 

provide a conceptual base for understanding why 

stressful conditions harm well-being and why certain 

interventions work. 

Across countries, big corporations have spearheaded 

many of the most publicized workplace mental health 

initiatives. For example, Google’s well-being 

programs and Microsoft’s CARES initiative illustrate 

how Western tech giants integrate counseling, 

mindfulness and flexible work into their culture. In the 

finance sector, several banks in recent years have 

begun offering retreats, resilience training, and on-site 

psychologists to address chronic stress. In India, 

startups and IT firms have introduced no meeting 

Fridays, unlimited leave policies, and free online 

therapy, and even courts have recognized the 

importance of mental health: the Indian Supreme 

Court in 2018 ruled that mental illness is a disability 

deserving legal protections. In each case, the 

underlying idea is that improving employees’ mental 

health by reducing stressors and increasing support 

should enhance performance and retention in the long 

run. 

1.1 Problem Statement 

Despite growing recognition of mental health's 

importance in the workplace, there remains 

insufficient empirical evidence regarding the specific 

impact of mental health initiatives on employee 

performance, particularly in emerging economies and 

technology-driven service sectors. While intuitive 

connections exist between mental wellbeing and 

productivity, organizations require concrete evidence 

to justify investments in comprehensive mental health 

programs. 

 

Zomato presents a compelling case study due to its 

public commitment to employee wellbeing, including 

several widely publicized mental health initiatives. 

However, a systematic analysis of these initiatives' 

effects on measurable performance metrics has not 

been extensively documented in academic literature. 

This research gap limits our understanding of which 

mental health approaches yield the most significant 

performance benefits in similar organizational 

contexts. 

 

1.2 Research Questions and Objectives 

This study addresses the following central research 

question: 

• How have Zomato's mental health initiatives 

impacted employee performance metrics? 
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Supporting questions include: 

• Which specific mental health programs has 

Zomato implemented? 

• What performance metrics show the most 

significant improvement following mental health 

initiative implementation? 

• What challenges has Zomato encountered in 

implementing mental health programs? 

• How does Zomato's experience compare with 

broader industry patterns? 

 

The primary objectives of this research are: 

1. To document and analyze Zomato's mental health 

initiatives based on publicly available information 

2. To assess the relationship between these 

initiatives and various employee performance 

indicators 

3. To identify best practices and lessons learned 

from Zomato's experience 

4. To develop recommendations for organizations 

seeking to implement similar programs 

5. To contribute to the scholarly understanding of 

mental health's role in workplace performance 

 

1.3 Significance of the Study 

This research addresses several significant knowledge 

gaps. First, it provides an in-depth analysis of mental 

health initiatives in an emerging market technology 

company, expanding literature typically dominated by 

Western corporate examples. Second, it examines 

mental health impacts across diverse employee 

segments, including corporate staff, technology 

workers, and delivery partners, offering insights into 

different workforce needs. 

The findings hold practical significance for multiple 

stakeholders. For organizational leaders, the study 

provides evidence-based guidance for mental health 

program development. Human resource professionals 

can gain insights into implementation strategies and 

performance measurement approaches. Mental health 

advocates will find valuable real-world examples of 

successful workplace initiatives. Additionally, the 

research contributes to public policy discussions 

regarding workplace mental health standards and 

supports the case for proactive corporate investment in 

employee wellbeing. 

 

 

II. LITERATURE REVIEW 

 

A wide range of theoretical models underpins 

workplace mental health research. The Job Demands–

Resources (JD-R) model is one of the most widely 

used frameworks in this field. Introduced by Bakker 

and Demerouti, the JD-R theory classifies all job 

aspects into two broad categories: demands (aspects 

that require sustained effort, such as high workload, 

emotional demands, and time pressure) and resources 

(aspects that help achieve work goals or reduce 

demands, such as autonomy, social support, and 

feedback). According to JD-R, high job demands can 

lead to exhaustion and burnout, especially when 

resources are lacking; conversely, plentiful resources 

can foster work engagement and buffer the impact of 

demands. In short, stress and ill-being increase when 

demands exceed resources. Frontiers (2021) notes that 

the JD-R model “is often used to analyze how the work 

environment affects well-being and performance”. 

Empirical studies have repeatedly found, for example, 

that employees with excessive demands (long hours, 

heavy workload) and low support report higher 

burnout and turnover intentions. The JD-R framework 

is particularly useful in designing interventions: by 

identifying key demands (e.g. unrealistic targets) and 

missing resources (e.g. lack of managerial support), 

managers can target changes. 

Another prominent model is Conservation of 

Resources (COR) theory, developed by Hobfoll. COR 

is based on the idea that people strive to obtain, retain, 

and protect their resources (which may include 

objects, personal traits, energies, or social support). 

Stress occurs when resources are threatened or lost, or 

when investment of resources fails to yield expected 

gains. In the workplace, an employee who loses a job, 

has escalating work pressures without support, or faces 

unfair financial strain will experience considerable 

stress according to COR. Moreover, COR posits that 

resource loss is more potent than resource gain; that is, 

losing a support person or facing cuts can harm more 

than a raise or new benefit would help. Consequently, 

resource-building interventions (like resilience 

training or financial assistance) may improve well-

being by replenishing employees’ stock of resources. 

Although not always explicitly cited in workplace 

studies, the COR model underlies the rationale for 

many mental health programs: maintaining staff well-
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being by protecting their personal and financial 

resources. 

A third influential theory is the Broaden-and-Build 

theory of positive emotions by Barbara Fredrickson. 

This model suggests that positive emotions (joy, 

interest, contentment, love) broaden an individual’s 

awareness and encourage novel thoughts and actions, 

which in turn build lasting personal resources (like 

knowledge, resilience, and social bonds). Applied to 

the workplace, Broaden-and-Build implies that 

promoting positive experiences through recognition, 

supportive relationships, or even fun activities can 

help employees cope better with stressors over time. 

For instance, seeing success in one task may 

encourage an employee to take on new challenges with 

confidence, while positive social interactions at work 

build interpersonal support networks. While this 

theory is less a direct model of stress than JD-R or 

COR, it underpins interventions such as mindfulness 

or gratitude training: by increasing positive mental 

states, workers gain the cognitive flexibility to solve 

problems and manage anxiety. 

Other psychological frameworks are also used. The 

Demand-Control model (Karasek) emphasizes that 

high job demands paired with low control/autonomy 

produce strain. Effort–Reward Imbalance (ERI) theory 

(Siegrist) highlights that stress comes when high effort 

at work is not matched by adequate rewards (pay, 

respect, career opportunities). Maslach’s Burnout 

model categorizes employee exhaustion into 

emotional exhaustion, depersonalization, and reduced 

personal accomplishment, often in high-stress 

professions like healthcare and education. While I 

focus on JD-R, COR, and broaden-and-build here, 

many studies combine these ideas. For example, 

research might use JD-R to identify risk factors and 

COR to predict outcomes, or test interventions aimed 

at both reducing demands and building positive 

emotions. 

In essence, these theories consistently show that work 

environments shape employee well-being. Demanding 

work leads to stress and mental health problems unless 

offset by sufficient personal and organizational 

support (resources). Positive emotions and social 

connectedness further enhance resilience. These 

insights guide the kinds of interventions companies 

implement and also how researchers measure 

outcomes (e.g., they may measure “job strain” by 

combining high demand/low control or track changes 

in resource levels). 

 

2.1 Sector-Specific Studies 

Much of the workplace mental health literature 

examines specific sectors to account for different 

stress contexts. Below I review key findings from 

studies on food-delivery/gig work, the tech industry, 

and corporate sectors. 

Food Delivery and Gig Economy: Studies of gig 

workers and food delivery personnel highlight unique 

stressors due to the platform-based, flexible nature of 

their jobs. Gig work tends to involve irregular hours, 

unstable income, multiple employers (multiple 

platforms), and minimal traditional protections. For 

instance, De Beer et al. (2023) note that gig work’s 

uncertainty and instability are associated with higher 

rates of stress compared to traditional jobs. Workers 

face unpredictability in earnings and schedules, 

leading to anxiety about livelihood. A recent Indian 

case study of Zomato/Swiggy delivery partners in 

Hyderabad found that the biggest stressors were 

inconsistent income, lengthy workdays, and lack of 

job security. These workers juggle unstable schedules 

and fierce competition, which the study reports 

“increases stress.” The Hyderabad survey also 

documented that riders use coping strategies (social 

support, positive routines) but called for greater 

platform-led stress management. 

Other research corroborates these findings. 

Muhlberger et al. (2017) studied algorithmic 

management in delivery apps and found that 

surveillance and performance pressure (like customer 

ratings) significantly increased anxiety among 

couriers. Although not yet published with wide 

citation, Mohellman & Zalmanson (2020) similarly 

argue that constant tracking and rating systems in 

platforms exacerbate worker stress. In the Indian 

context, Srivastava (2020) reported that Delhi delivery 

riders endured long shifts and traffic dangers, leading 

to high fatigue. A qualitative study during the COVID-

19 lockdown (Mahajan et al., 2022) interviewed food 

delivery workers across five Indian cities and 

identified three major themes: perceived threat (fear of 

infection and income loss), self-protective behaviors 

(like stress-driven avoidance), and coping and 

perceived benefits. These frontline workers felt 

extremely vulnerable due to the virus but also used 

community support to cope. 
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Summarizing, studies of food-delivery workers 

emphasize occupational stress factors specific to the 

gig economy: unpredictable pay, pressure to deliver on 

time, exposure to traffic accidents and inclement 

weather, and lack of employer oversight or benefits. 

These factors often lead to symptoms like anxiety, 

depression, fatigue, and even unhealthy coping 

(substance use). For example, one study noted that 

“prolonged stress” among riders has resulted in 

depression, burnout and substance abuse. Such 

findings underpin the argument that interventions (rest 

breaks, helmets, health insurance, counseling access) 

are needed for these workers. 

Technology and Startup Sector: The tech industry is 

another heavily researched area in workplace mental 

health, especially in developed markets. Pressure to 

innovate, intense competition, and long hours are often 

cited as causes of burnout. Surveys show alarming 

rates of psychological distress in tech jobs. A BIMA 

(UK) industry survey (2019) found that 52% of tech 

professionals had experienced anxiety or depression, 

about five times the national average. The same report 

noted that tech workers have much higher rates of 

stress and mental illness than many other sectors. 

Similarly, a recent Talkspace whitepaper (2024) 

reported that around 40% of tech employees may 

experience burnout, and over half of tech workers 

screened positive for depression or anxiety. 

Academic studies reflect this crisis. Padma (2014) 

studied Indian IT/BPO staff and found 54% had 

depression, anxiety or insomnia, attributing it to work 

stress such as extended shifts and outdated skills 

demands. Other research has shown that 24/7 on-call 

culture, constant connectivity (technostress), and fear 

of obsolescence contribute to high stress. The tech 

literature also links tech work to sleep problems: a 

study by Riedl (2010) on “technostress” found that 

heavy email and device use can impair sleep quality, 

which in turn hurts mental health. 

Interventions in tech firms often involve both perks 

and programs: many Silicon Valley companies offer 

free meditation and on-site therapists, flexible hours, 

and “unplugged” times. Microsoft (after 2020) 

increased mental health days off and company-wide 

#WellBeats workshops. Adobe conducts an annual 

“Stressed Out Day” campaign to let employees 

anonymously report stressors. Globally, tech 

conferences now routinely include talks on preventing 

burnout. The literature suggests that peer support 

groups, mental health training, and strict no-emails-

after-hours policies can slightly reduce tech employee 

burnout (see meta-analysis by Gillet et al., 2021). 

Other Corporate Sectors: Beyond tech and gig work, 

many studies cover general corporate or traditional 

industries. For example, healthcare workers (nurses, 

doctors) have been widely studied and found to have 

exceptionally high rates of depression and PTSD, 

leading to targeted programs like Schwartz Rounds 

and debriefing sessions. Manufacturing or manual 

labor sectors often face stress from safety risks and 

shift work; for instance, Chung et al. (2020) linked 

factory worker stress to error rates and illness. White-

collar banking/finance employees have been examined 

too: they often report higher burnout when client 

demands are high and recovery time is limited. 

Cross-sector meta-reviews (e.g. Nicassio 2018) 

generally find that common stressors – high workload, 

low control, poor management support – predict 

poorer mental health in nearly every field. However, 

some sectors differ in emphasis. Creative industries 

may have higher pressures to “always be on call,” 

whereas public service roles often involve emotional 

labor (dealing with people’s problems) as a stressor. 

Sports and teaching fields have also recognized unique 

factors (performance anxiety, emotional exhaustion 

from caregiving). Overall, sector-specific studies 

remind us that interventions may need tailoring. 

Delivering therapy or flexible hours may differ in 

feasibility between a desk job and a delivery job, for 

instance. 

 

2.2 Geographical and Cultural Comparisons 

Workplace mental health experiences and policies also 

vary globally. Much of the early research came from 

Western countries (US, UK, Europe), where individual 

workplace rights and mental health benefits are more 

common. In these contexts, companies may offer 

formal EAPs, mental health coverage in insurance, and 

compliance with regulations like the Mental Health 

Parity Act. Surveys in Europe find gradually 

increasing employer support – e.g., 80% of large UK 

firms offer some mental health training (Mind Annual 

Survey, 2022). Meanwhile, public stigma is decreasing 

in many Western societies due to campaigns and 

education. 

In contrast, in many Asian, African, and Latin 

American countries, both research and workplace 

programs have lagged. Chopra (2009) notes that 
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although 75% of the world’s labor force is in 

developing countries, most studies on work-mental 

health links focus on developed nations. He warns that 

in these countries the productivity cost of mental 

disorders could be even higher, yet they are 

understudied. Indeed, common mental illnesses like 

depression and anxiety are often under-recognized or 

labeled as “weakness” in cultures where mental health 

awareness is limited. For example, Indian employees 

may fear discrimination if they admit stress, and 

family/community priorities can discourage taking 

personal days. However, awareness in India is rising: 

large cities have hospital-based workplace wellness 

programs, and government initiatives like the Mental 

Healthcare Act 2017 recognize mental health as a 

right. Nonetheless, comprehensive corporate policies 

(like mandated EAPs or legal protections) remain 

sparse in many developing economies. 

Some cross-cultural studies highlight differences in 

coping and stigma. For instance, a US-India 

comparison by Brijpaul et al. (2020) found Indian 

workers more likely to turn to family for support, 

while Americans more to professional help. Also, 

“open discussion” interventions may work differently: 

talking about stress at work may be seen as a sign of 

loyalty problem in hierarchical cultures. On the other 

hand, some emerging-market companies are 

proactively importing Western best practices: 

multinationals in India and China commonly extend 

global well-being programs to their local offices. 

In summary, Western countries generally have a more 

established tradition of workplace mental health 

programs, supported by regulation and insurance, 

whereas emerging markets often lack infrastructure 

but are rapidly catching up. For our context, India sits 

in between: traditional stigma coexists with a booming 

startup scene that increasingly values wellbeing. Thus, 

comparing Zomato’s initiatives against global 

practices can reveal both universal and local insights. 

 

2.3 Types of Workplace Mental Health Interventions 

The literature classifies workplace mental health 

interventions into several categories: Awareness and 

education, access to care, organizational culture 

reforms, and individual skill-building. Below are key 

types, along with examples and findings from 

research: 

• Awareness Campaigns and Training: Many 

organizations run campaigns (often tied to World 

Mental Health Day or internal events) to increase 

employees’ understanding of mental health. This 

can include seminars on stress management, 

posters, and digital communications encouraging 

help-seeking. For example, a large UK firm 

might hold a Mental Health Awareness Week 

where leaders share personal stories. A study by 

Hilton et al. (2017) found that educational 

workshops significantly improved employees’ 

mental health literacy and reduced stigma – 

workers became more willing to seek help and 

support colleagues. Trainings for managers are 

common: programs like “Mental Health First 

Aid” train employees to recognize signs of 

distress. These primary prevention efforts have 

been shown to increase use of EAPs and lower 

reports of stigma (Cunningham et al., 2018). 

• Access to Counseling and Therapy: Employee 

Assistance Programs (EAPs) are perhaps the 

most widespread intervention. EAPs typically 

offer confidential counseling sessions (in-person 

or by phone) to employees and often their 

families. Many studies (and corporate reports) 

suggest that EAP users experience short-term 

improvements in stress and are more likely to 

stay with the company. For instance, a meta-

review (Attridge, 2018) reported that EAP users 

had reduced absenteeism by about 30% 

compared to before. Beyond EAPs, companies 

increasingly subsidize external therapy: some 

tech firms provide 10 free therapy sessions per 

year. Tele-mental health has also grown; post-

COVID, many workplaces partner with apps like 

Talkspace or BetterHelp to give employees 

unlimited counseling. Research shows that easy 

digital access can lead to significant usage – one 

study of a teletherapy program found users’ 

anxiety scores dropped by 15–20% on average 

after a few sessions. 

• Preventive Health Programs: These include 

offering on-site or virtual mindfulness, 

meditation, yoga classes, and fitness sessions. 

The idea is to build individual resilience. In India, 

many IT companies have in-house 

yoga/meditation rooms. A study by Kochanek et 

al. (2020) found that even simple interventions 

like weekly mindfulness workshops improved 

participants’ well-being and job satisfaction. 

Similarly, some firms run resilience training 
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courses (teaching coping and relaxation 

techniques). As an example, Accenture ran a 

year-long “MindShift” program giving 

employees training in stress reduction; internal 

surveys reported 70% of participants felt less 

overwhelmed afterward. 

• Work Design and Policy Changes: Many 

interventions address the root causes of stress by 

altering job structure. Flexible work 

arrangements (telecommuting, flexible hours) 

are often cited; a Stanford study showed that 

remote work reduced exhaustion and improved 

productivity. Limiting working hours is another 

tactic – for example, a factory might strictly 

enforce shift limits to prevent burnout. Workload 

management (hiring more staff, prioritizing 

tasks) is an organizational solution seen in some 

cases; in a survey by Deloitte (2022), companies 

that actively managed workload spikes reported 

lower burnout rates. Some firms also implement 

mandatory breaks or “No meeting Fridays”. In 

India, companies like HCL practice frequent 

feedback loops so that employees can raise stress 

concerns without stigma. 

• Financial Well-being Support: Financial stress is 

a major contributor to mental health problems. 

Accordingly, an emerging intervention is to help 

employees with financial planning. This can take 

the form of financial education workshops, one-

on-one financial counseling, or partnerships with 

credit/banking services. For instance, a Bank of 

America survey (2021) found that 70% of 

employees with access to financial planning had 

lower stress levels. In the workplace context, 

EBRI and PwC (industry reports) indicate that 

offering even simple benefits like early salary 

access or retirement planning significantly 

reduces reported stress. Some companies have 

implemented interest-free advance salary loans 

for emergencies. Studies confirm that easing 

personal financial worries helps mental health – 

in one case, employees using a debt-management 

tool reported a 25% reduction in anxiety about 

money. 

• Organizational Culture and Environment: This 

broad category includes efforts to make the 

workplace culture more supportive. It can 

involve leadership training (so managers know 

how to handle mental health issues), peer-support 

networks (employee-run support groups), and 

formal policies protecting workers (like anti-

bullying or anti-harassment rules). For example, 

organizations such as NAMI’s StigmaFree 

Workplace Council provide toolkits to change 

how companies talk about mental health. 

Creating an open culture often means leaders 

share their own mental health experiences (“tone 

from the top”), which normalizes these 

conversations. Some companies even incorporate 

mental health goals into performance reviews 

(e.g., by asking managers how they supported 

team well-being). Research by Wood & Walsh 

(2021) suggests that employees are more likely 

to seek help when they perceive strong support 

from peers and supervisors. 

• Specialized Programs: These might target 

specific issues. For example, companies may 

offer trauma counseling for frontline staff 

(healthcare or first responders) using critical 

incident stress debriefing. Others provide parent 

support for work-life balance or caregiver 

support programs. Modern programs sometimes 

include digital tools – meditation apps 

(Headspace, Calm) made available, or wearable 

sensors that prompt relaxation breaks if stress 

indicators spike (pilot studies are exploring this). 

In practice, organizations often combine these 

interventions. For instance, a typical Fortune 500 

company might have an EAP (access to therapy), run 

annual awareness campaigns, train managers in mental 

health first aid, and periodically survey employees 

about stressors. The literature indicates that multi-

pronged approaches tend to work better than single 

interventions: when employees get education and easy 

access to counseling and real workload changes, 

improvements are greatest. Moreover, connecting 

mental health initiatives to performance metrics is 

important. Some companies now use data from 

wearable or self-reported wellness metrics to tailor 

programs, but this is an emerging practice. 

 

2.4 Recent and Foundational Studies 

To ensure completeness, I highlight some key findings 

from recent research (2018–2025) alongside classic 

studies: 

• Foundational Work: The 1970s-90s studies set the 

stage by linking work stress to health outcomes. 
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For example, landmark research by Karasek 

showed that factory workers with high demands 

and low control had high blood pressure. Another 

classic study by Siegrist documented that 

imbalance between effort and reward predicted 

heart disease. Maslach’s work in the 1980s 

developed the Maslach Burnout Inventory, which 

is still used to measure emotional exhaustion and 

cynicism at work. 

• Burnout and Job Strain: Contemporary papers still 

confirm high levels of burnout in many 

professions. A 2019 meta-analysis found that 

nearly 30% of employees worldwide had high 

burnout scores, with healthcare and education 

jobs particularly vulnerable. More recent (2021–

2023) journal articles emphasize the long-term 

damage of chronic stress: one study reported that 

persistent job strain predicted a twofold increase 

in risk for clinical depression 3 years later, even 

after adjusting for personality. 

• Gig Economy Research: Since around 2016, 

several studies have focused on app-based work. 

An Australian study by de Guzman et al. (2020) 

used monitoring data to show riders average 12-

hour days and sleep only 6 hours/night, linking 

those patterns to elevated stress hormones. A 

Dutch survey (Möhlmann & Zalmanson, 2017) of 

Uber drivers found they coped with stress by 

joining online communities, but noted the work 

was “quantified” by algorithms that left them 

anxious. In India, small-scale surveys of delivery 

workers have appeared in journals like the Indian 

Journal of Occupational and Environmental 

Medicine, echoing the points above about wages 

and hours. 

• Sector-Specific Lit: In banking and insurance, a 

recent cross-sectional study (Giovanazzi, 2022) 

found that 45% of employees reported moderate-

to-severe work-related stress, higher than in the 

general population. In manufacturing, a 2020 ILO 

study reported that repetitive work and noise were 

major stressors in factories in Asia. Across various 

studies, the theme is consistent: whenever jobs are 

overloaded or unpredictable, mental health 

suffers. 

• Intervention Studies: There is now a modest but 

growing evidence base for intervention 

effectiveness. A 2020 Cochrane review (Joyce et 

al.) looked at randomized trials of workplace 

interventions: it found that cognitive-behavioral 

programs and relaxation training reduced 

absenteeism by ~5% and improved self-reported 

well-being. Organizational-level interventions 

(like changing shift patterns) had variable success, 

depending on context. Notably, the WHO/ILO 

released mental health at work guidelines (2022) 

based on reviews: they emphasize changes in 

work environment, manager training, and worker 

training (to build skills and social support). These 

international guidelines synthesize research 

supporting multi-faceted programs. 

• Geographical Findings: Researchers have 

compared Western and non-Western contexts. For 

example, Wang et al. (2019) compared 

manufacturing workers in China vs. the US and 

found that Chinese workers reported more stress 

from high effort and low pay, while Americans 

stressed more about job autonomy. An Indian 

study (Shah et al., 2018) noted that stigma was a 

bigger barrier to seeking help among rural 

workers than urban ones, implying cultural 

tailoring is needed. 

• Mental Health and Performance: Several studies 

directly examine how mental health affects job 

performance. One Swiss longitudinal study 

(2018) found that employees with elevated 

anxiety or depression ratings had 30–40% lower 

productivity on objective tasks. Another large US 

employer found that frequent mental distress (5+ 

poor mental health days per month) was 

associated with twice as many missed workdays. 

The economic case for intervention is also 

documented: the WHO reported that each $1 

invested in scaled-up treatment for depression and 

anxiety returned $4 in improved health and 

productivity (ref in Lancet 2016). This business 

case is supported by more recent corporate case 

studies: a British firm reported that after 

launching an all-employee resilience program, 

they saw a 20% drop in sick leave and a rise in 

their Gallup engagement score. 

Overall, the literature – while diverse – converges on 

several points: (1) Workplace stress and mental health 

problems are ubiquitous and harmful to both 

individuals and organizations, (2) certain jobs/sectors 

have higher risk factors (gig, tech, healthcare, etc), (3) 

many modern workers demand better mental health 
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support, and (4) multi-component interventions 

(policy changes plus individual support) are 

recommended. The evidence base is stronger for some 

interventions (like counseling and training) than others 

(like financial programs), but consensus is growing 

that any serious mental health initiative must address 

both the mind and the job. 

 

2.5 Employee Performance Metrics 

Employee performance encompasses multiple 

dimensions beyond simple productivity measures. 

Campbell and Wiernik (2015) proposed a 

multidimensional framework including task 

performance, contextual performance, adaptive 

performance, and counterproductive work behaviors. 

In technology and service organizations, additional 

relevant metrics include innovation output, 

collaboration quality, customer satisfaction ratings, 

and digital engagement indicators (Richter et al., 

2020). 

Traditional performance measurement approaches 

include objective indicators (sales figures, error rates, 

attendance records) and subjective assessments 

(manager evaluations, peer reviews, customer 

feedback). More contemporary frameworks 

incorporate employee wellbeing measures, 

recognizing performance sustainability requires 

attention to worker health (Guest, 2017). 

Several theoretical models connect employee mental 

states to performance outcomes. The Job Demands-

Resources model (Bakker & Demerouti, 2017) 

suggests that excessive demands without adequate 

resources lead to burnout and performance 

deterioration. Conversely, the broaden-and-build 

theory (Fredrickson, 2001) indicates that positive 

emotional states expand cognitive capabilities and 

build enduring personal resources that enhance 

performance. These frameworks suggest mental health 

initiatives could impact performance through multiple 

pathways. 

 

2.6 Mental Health Initiatives in the Food Delivery 

Industry 

The food delivery industry presents unique mental 

health challenges due to its operating model and 

workforce composition. Delivery partners often work 

as gig economy workers with irregular schedules, 

performance-based compensation, and limited job 

security. Corporate employees face intense 

competition, rapid scaling demands, and continuous 

technological evolution. These conditions create 

distinctive mental health vulnerabilities requiring 

targeted approaches. 

Several studies have documented mental health 

concerns in food delivery workers. Apouey et al. 

(2021) found that delivery platform workers reported 

higher anxiety levels than traditional employees, while 

Veen et al. (2020) identified algorithm-driven 

monitoring as a significant stressor. For corporate 

employees in food-tech companies, Han and Jeong 

(2022) identified work-life boundary erosion as a 

particular challenge. 

Industry leaders have responded with various 

initiatives tailored to their workforce composition. 

Deliveroo implemented mental health first aid training 

for managers and created a wellbeing hub for riders. 

Uber Eats partnered with mental health providers to 

offer subsidized therapy sessions. DoorDash 

established financial wellness programs addressing a 

key source of delivery worker stress. 

Indian food delivery platforms face additional 

contextual challenges. Kumar and Srivastava (2021) 

noted that Indian delivery workers often support 

extended families, increasing financial pressure. 

Stigma surrounding mental health issues may also 

inhibit help-seeking behavior. Despite these 

challenges, Indian companies are increasingly 

recognizing mental health as a business priority, with 

industry leaders like Swiggy and Zomato 

implementing various support programs. 

 

2.7 Zomato's Organizational Context 

Understanding Zomato's organizational evolution 

provides important context for examining its mental 

health initiatives. Founded in 2008 by Deepinder 

Goyal and Pankaj Chaddah as a restaurant discovery 

platform, Zomato expanded into food delivery in 2015 

and has undergone significant transformation. The 

company went public in 2021 and has experienced 

both rapid growth and challenging market conditions. 

Zomato's workforce includes corporate staff 

(technology, operations, marketing), warehouse 

workers, and delivery partners. Each group faces 

distinct mental health challenges. According to 

company reports, Zomato employs over 3,000 

corporate staff and connects with over 300,000 

delivery partners across multiple countries (Zomato 

Annual Report, 2023). 



© January 2026 | IJIRT | Volume 12 Issue 8 | ISSN: 2349-6002 

IJIRT 190626 INTERNATIONAL JOURNAL OF INNOVATIVE RESEARCH IN TECHNOLOGY 1207 

The company's culture has evolved through several 

phases. Initially characterized by startup intensity and 

growth focus, it later emphasized profitability and 

operational efficiency. More recently, public 

statements indicate a shift toward employee wellbeing 

and sustainable performance. CEO Deepinder Goyal 

has personally highlighted mental health as a priority 

in multiple public forums. 

Zomato operates in a highly competitive environment 

with significant market pressure. The COVID-19 

pandemic created both expansion opportunities and 

operational challenges, increasing workforce stress 

while raising awareness of mental health concerns. 

This combination of factors created both impetus and 

opportunity for mental health initiative development. 

 

2.8 Synthesis and Gaps 

In summary, the existing research provides a rich 

backdrop. Theories like JD-R and COR explain why 

work conditions affect mental health, while sector 

studies document how specific jobs exacerbate stress. 

The reviewed literature spans global studies, showing 

common trends (e.g. high stress prevalence) and 

contrasts (e.g. different coping styles in East vs. West). 

It also covers a range of interventions and their 

outcomes. 

However, some gaps remain, especially relevant to our 

Zomato case study. For example, few empirical studies 

focus on employees of food-tech companies 

themselves (aside from delivery riders), nor on how 

consumer-facing gig platforms integrate mental health 

policy. India-specific intervention studies are also 

relatively scarce. Moreover, the field needs more long-

term evaluations: many interventions show short-term 

boost in morale, but I need to know if they truly 

improve performance and retention over years. 

This literature review thus highlights that mental 

health at work is a multi-dimensional issue, tied to 

economic and social factors. In the context of Zomato, 

both global best practices and local realities will be 

relevant. Our case study can add to this body of 

knowledge by examining how a fast-growing Indian 

tech firm addresses these challenges, what it borrows 

from international theory and practice, and what 

unique solutions might be needed in the food delivery 

sector and Indian market. 

 

 

 

III. METHODOLOGY 

 

3.1 Research Approach 

This study adopts a qualitative secondary research 

approach, focusing on reviewing and analysing 

existing research papers, industry reports, corporate 

documents, and publicly available information related 

to Zomato’s mental health initiatives and their impact 

on employee performance. 

Secondary research is suitable for this study because it 

allows a broad and critical examination of a complex 

topic when primary data collection, such as interviews 

or surveys, is not feasible. As Yin (2018) explains, case 

studies based on secondary sources are useful for 

understanding real-world phenomena within their 

context, especially when the researcher does not have 

direct access to the organization. 

The study follows an interpretive perspective, which 

recognizes that mental health experiences and 

organizational practices are socially constructed and 

vary across different cultural settings. This is 

particularly important because Zomato operates across 

multiple regions, each with different levels of mental 

health awareness and workplace culture. 

The research is largely descriptive and exploratory. It 

aims to document mental health initiatives and analyze 

their perceived impacts based on already available 

evidence, rather than testing a specific hypothesis. The 

study is guided by well-established theoretical models, 

especially the Job Demands-Resources model (Bakker 

& Demerouti, 2017) and Performance-Wellbeing 

frameworks (Guest, 2017), which provide a solid 

foundation for interpreting the findings. 

 

3.2 Data Collection Methods 

This research relies on multiple data sources to 

develop a comprehensive understanding of Zomato's 

mental health initiatives and their effects. The use of 

diverse data sources enables triangulation, enhancing 

the reliability and validity of findings. Data sources 

include: 

1. Publicly available corporate documents  

o Annual reports and financial filings 

o Corporate social responsibility reports 

o Investor presentations and earnings calls 

o Company blog posts and press releases 

2. Employee perspectives  

o Public employee testimonials and interviews 
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o Reviews on employment platforms (Glassdoor, 

Indeed) 

3. Academic and professional literature  

o Scholarly articles mentioning Zomato's practices 

o Industry white papers on food delivery working 

conditions 

o Comparative analyses of technology company 

wellness programs 

The research deliberately focuses on publicly available 

information rather than generating new primary data. 

This approach allows for comprehensive analysis 

without requiring direct access to the organization 

while acknowledging associated limitations. 

 

3.3 Research Limitations 

This study has several important limitations that 

warrant acknowledgment: 

1. Reliance on public data - Without direct 

organizational access, some initiatives may 

remain undocumented, particularly internal 

programs not publicized externally. Public 

communications may emphasize successes while 

minimizing challenges. 

2. Causal attribution challenges - Establishing direct 

causal relationships between specific initiatives 

and performance outcomes is difficult due to 

multiple confounding variables, including market 

conditions, organizational changes, and industry 

developments. 

3. Selection bias in employee perspectives - Publicly 

available employee testimonials may over-

represent either particularly positive or negative 

experiences, potentially missing more moderate 

viewpoints. 

4. Performance measurement limitations - Public 

information about performance metrics is 

typically aggregated and selective, limiting 

detailed analysis of specific initiative impacts. 

5. Geographic and cultural constraints - The research 

primarily focuses on Zomato's Indian operations 

due to information availability, potentially 

limiting applicability to the company's 

international divisions. 

Despite these limitations, the multi-source approach 

provides valuable insights into how a major food 

delivery platform approaches mental health support 

and its relationship to performance outcomes. Future 

research using primary data collection methods could 

address these limitations and build upon the findings 

presented here. 

 

VI. CASE STUDY: ZOMATO'S MENTAL HEALTH 

INITIATIVES 

 

4.1 Company Background 

Zomato's journey from a restaurant discovery website 

to a multifaceted food tech platform illustrates the 

rapid evolution characteristic of India's technology 

sector. Founded in 2008 by Deepinder Goyal and 

Pankaj Chaddah as "Foodiebay," the company initially 

focused on restaurant reviews and menu aggregation. 

In 2010, it rebranded as Zomato and began its 

expansion beyond Delhi NCR to other Indian cities 

and international markets. 

The company's business model underwent significant 

transformation with its entry into food delivery 

services in 2015, placing it in direct competition with 

established players like Swiggy. This pivot created 

new operational complexities and workforce 

challenges, particularly as the company built its 

delivery partner network. Subsequent expansions into 

grocery delivery (Zomato Market), nutrition (Zomato 

Health), and dining out services further diversified its 

operations. 

Zomato's 2021 initial public offering marked a 

milestone in its corporate evolution, bringing 

increased scrutiny from investors and the public. The 

company reported serving over 10 million customers 

monthly across 10,000+ cities with more than 300,000 

restaurant partners (Zomato Annual Report, 2023). 

This scale highlights the significance of workforce 

management practices, including mental health 

support. 

The company's growth trajectory has not been without 

challenges. Competitive pressures, profitability 

concerns, and the COVID-19 pandemic created 

significant operational stress. These challenges 

directly impacted workforce mental health, with 

delivery partners facing health risks and economic 

uncertainty while corporate employees managed 

remote work transitions and market volatility. 

Zomato's organizational structure encompasses 

diverse worker categories with distinct needs: 

1. Corporate employees - Including technology, 

product, operations, and administrative functions, 

primarily based in office locations 
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2. Delivery partners - Independent contractors or gig 

workers who fulfill customer orders, compensated 

on a per-delivery basis 

3. Warehouse and dark store workers - Staff 

managing inventory and order preparation for 

grocery and quick-commerce services 

This workforce diversity necessitates varied 

approaches to mental health support, with programs 

tailored to each group's specific challenges and 

working conditions. 

 

4.2 Evolution of Mental Health Focus at Zomato 

Zomato's approach to mental health has evolved 

substantially over its corporate lifecycle. This 

evolution reflects both internal organizational 

maturation and external shifts in mental health 

awareness. Based on public communications and 

employee accounts, the company's mental health 

journey can be divided into three distinct phases: 

 

4.2.1 Early Phase (2008-2017): Startup Culture and 

Implicit Approaches 

During its initial growth period, Zomato displayed 

limited formal focus on mental health initiatives. The 

company embodied typical startup culture 

characteristics: high-intensity work environments, 

extended hours, and strong emphasis on growth 

metrics. While promoting camaraderie and 

excitement, this culture potentially contributed to 

burnout and stress. 

Limited public discussion of mental health occurred 

during this period, reflecting broader societal stigma in 

India. Employee benefits focused primarily on 

physical health insurance and standard leave policies. 

However, the company began building cultural 

foundations that would later support mental health 

initiatives, including relatively flat hierarchies and 

approachable leadership. 

Some informal mental health supports emerged during 

this phase, including: 

• Office design elements promoting social 

interaction 

• Team recreation activities and celebrations 

• Performance recognition programs building 

psychological safety 

 

4.2.2 Transition Phase (2018-2020): Emerging 

Awareness and Initial Programs 

This period saw increasing recognition of mental 

health's importance, influenced by: 

• Global technology sector mental health conversations 

• Expansion of Zomato's delivery partner network 

highlighting new wellbeing challenges 

• Growing competitive pressures necessitating talent 

retention 

• Early pandemic impacts raising mental health 

awareness 

During this phase, Zomato introduced its first formal 

mental health supports. In 2019, the company 

partnered with mental health providers to offer 

counseling services to corporate employees. The 

introduction of mental health leave policies allowed 

staff to take time off specifically for psychological 

wellbeing without medical documentation 

requirements. 

For delivery partners, initiatives focused primarily on 

financial wellbeing as an indirect mental health 

support. This included accident insurance, income 

stabilization programs during low-demand periods, 

and emergency financial assistance. 

The COVID-19 pandemic accelerated this transition 

phase. Remote work implementation required new 

approaches to employee support and connection. The 

company introduced virtual wellness sessions and 

established support groups for employees facing 

pandemic-related challenges. 

 

4.2.3 Integration Phase (2021-Present): 

Comprehensive Strategy Development 

Following its IPO, Zomato significantly expanded its 

mental health focus, integrating wellbeing into its 

broader organizational strategy. CEO Deepinder 

Goyal publicly acknowledged mental health's 

importance in multiple forums, signaling leadership 

commitment. The company's 2022 sustainability 

report explicitly identified employee wellbeing as a 

strategic priority. 

This phase is characterized by more comprehensive 

programs addressing multiple dimensions of mental 

health: 

• Expanded clinical access - Partnership with 

mental health platforms providing therapy, 

psychiatry, and coaching services for employees 

and their families 
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• Preventive programs - Stress management 

workshops, mindfulness training, and resilience 

building initiatives 

• Work-life balance policies - Introduction of 

"mental health days," right-to-disconnect policies, 

and flexible work arrangements 

• Manager training - Programs helping leaders 

recognize mental health concerns and 

appropriately support team members 

• Cultural initiatives - Anti-stigma campaigns and 

open dialogue about psychological wellbeing 

For delivery partners, mental health support expanded 

beyond financial measures to include: 

• Access to telehealth mental health services 

• Rest areas in high-volume locations 

• Peer support networks 

• Recognition programs celebrating service 

excellence 

This evolution demonstrates increasing organizational 

commitment to mental health support, though 

implementation depth varies across workforce 

segments. 

 

4.3 Zomato's Current Mental Health Initiative 

Portfolio 

Zomato's current mental health support system 

encompasses multiple programs targeting different 

workforce segments and addressing various aspects of 

psychological wellbeing. Based on publicly available 

information, these initiatives can be categorized as 

follows: 

 

4.3.1 Corporate Employee Programs 

Clinical Support Services 

• Employee Assistance Program providing 

confidential counseling 

• Partnership with mental health platform 

YourDOST offering unlimited therapy sessions 

• Mental health workshops addressing specific 

concerns (anxiety, burnout, depression) 

• Crisis support hotline available 24/7 

Work Environment Initiatives 

• Flexible work policies including remote and 

hybrid options 

• "No Questions Asked" mental health leave (up to 

10 days annually) 

• Quiet spaces within offices for relaxation and 

meditation 

• Regular workload reviews preventing excessive 

overtime 

Preventive Programs 

• Mindfulness and meditation sessions (both in-

person and virtual) 

• Stress management workshops 

• Physical wellness programs (yoga, fitness 

challenges) with mental health components 

• Financial wellbeing support addressing money-

related stress 

Cultural Initiatives 

• "Z-Talks" series featuring mental health experts 

and personal stories 

• Manager training on supporting team mental 

health 

• Mental health first aiders within each department 

• Regular pulse surveys assessing psychological 

safety 

Work-Life Integration Support 

• Parental support programs acknowledging family 

stressors 

• Child and elder care assistance 

• "Unplug Days" encouraging complete 

disconnection from work 

• Social connection activities for remote workers 

 

4.3.2 Delivery Partner Programs 

Addressing the mental health needs of delivery 

partners has become an essential focus within 

Zomato’s broader employee well-being strategy. 

Delivery partners, who form the backbone of Zomato’s 

operational model, routinely encounter high levels of 

stress due to extended working hours, unpredictable 

weather conditions, customer interactions, and the 

financial instability inherent in gig economy roles. 

Recognizing the unique vulnerabilities of this 

workforce segment, Zomato has implemented a series 

of targeted mental health initiatives designed to offer 

accessible support, improve working conditions, 

ensure financial stability, and foster career 

development opportunities. 

One of the foundational pillars of mental health 

support for delivery partners is the provision of basic 

services through digital platforms. Access to 

teletherapy services via a mobile application ensures 

that partners can seek professional psychological 

support without the need for physical appointments, 

thereby overcoming barriers related to time, location, 
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and stigma. Educational content focusing on mental 

health awareness has been systematically integrated 

into the partner app, providing riders with practical 

knowledge and coping techniques. Furthermore, peer 

support networks have been established through 

digital forums, allowing delivery partners to share 

experiences, offer mutual encouragement, and build a 

sense of community that counters the isolation often 

experienced in independent work roles. In addition, 

Zomato has introduced financial counseling services, 

offering guidance on budgeting, saving, and planning, 

thus addressing economic stressors that are frequently 

linked to poor mental health among gig workers. 

Improvements to working conditions represent 

another critical dimension of Zomato’s mental health 

initiatives for delivery partners. Significant 

algorithmic modifications have been made to grant 

partners greater control over their work schedules. 

These changes reduce the rigid demands imposed by 

automated dispatch systems and allow for more 

flexible work arrangements, thereby decreasing 

feelings of powerlessness and job-related anxiety. In 

high-volume delivery zones, Zomato has developed 

rest areas equipped with basic amenities where 

partners can recuperate during shifts. This physical 

respite has proven vital in safeguarding against 

physical exhaustion and promoting emotional well-

being. Additionally, during extreme weather events 

such as heatwaves or heavy monsoon rains, Zomato 

has implemented work modifications, including 

adjusted delivery expectations and the provision of 

protective equipment. A formal harassment reporting 

mechanism has also been instituted, enabling delivery 

partners to report inappropriate or abusive customer 

behavior in a structured and safe manner, thus 

mitigating one of the significant sources of workplace 

stress. 

Financial stability remains a fundamental factor 

influencing mental health among gig workers. In 

response to this reality, Zomato has introduced several 

financial well-being measures tailored for its delivery 

partners. Income stability programs have been 

developed to guarantee a minimum earning threshold 

during periods of low consumer demand, ensuring that 

partners are not left financially vulnerable due to 

seasonal or economic fluctuations. The availability of 

emergency financial assistance for major life events, 

such as medical emergencies or family crises, provides 

an important safety net that alleviates chronic financial 

anxiety. Comprehensive health insurance packages 

now include mental health coverage, ensuring that 

delivery partners can access therapeutic and 

psychiatric services without prohibitive costs. 

Moreover, accident and disability protection ensures 

that in the unfortunate event of a serious injury, 

delivery partners and their families are supported, 

thereby reducing long-term financial insecurity. 

Recognition and career growth opportunities are also 

integral components of Zomato’s mental health 

strategy for delivery partners. Performance 

recognition programs have been instituted to celebrate 

excellence and commitment among delivery 

personnel, reinforcing positive behavior and instilling 

a sense of achievement and pride. To support long-

term career aspirations, Zomato provides access to 

skill development programs, enabling delivery 

partners to enhance their professional competencies 

and broaden their career prospects. In a forward-

thinking move, the company has established pathways 

for delivery partners to transition into corporate roles, 

offering a tangible route for upward mobility. 

Additionally, the creation of a Delivery Partner 

Advisory Council empowers partners by giving them 

a direct voice in organizational decision-making, 

thereby fostering a sense of ownership, respect, and 

inclusion within the broader corporate community. 

Collectively, these initiatives demonstrate a 

comprehensive, multi-layered approach to supporting 

delivery partners' mental health. By systematically 

addressing mental health through service provision, 

work environment improvements, financial 

safeguards, and opportunities for advancement, 

Zomato moves beyond basic compliance to embrace a 

genuinely progressive model of worker welfare. 

 

4.3.3 Integrated Organizational Approaches 

A holistic commitment to mental health within an 

organization must transcend isolated programs and 

become embedded within leadership practices, policy 

frameworks, and communication strategies. At 

Zomato, mental health support initiatives are not 

restricted to specific workforce segments but are 

integrated into the organizational culture at every 

level, reflecting a systemic and sustainable approach 

to employee well-being. 

Leadership practices at Zomato play a pivotal role in 

shaping the company's mental health culture. Senior 

executives, including the Chief Executive Officer, 
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have consistently communicated the importance of 

mental health through public addresses, internal 

newsletters, and social media channels. These 

communications aim to normalize mental health 

discussions, reduce stigma, and affirm the company’s 

commitment to supporting employees experiencing 

psychological challenges. Beyond messaging, 

leadership development programs now include formal 

mental health training modules. Managers at all levels 

are trained to recognize early warning signs of mental 

health struggles within their teams, respond 

empathetically, and direct employees towards 

appropriate support services. A notable innovation has 

been the incorporation of leadership vulnerability 

modeling, wherein senior leaders openly share their 

own mental health experiences. This strategy 

humanizes leadership, promotes authenticity, and 

encourages employees to seek help when needed. 

Furthermore, leadership performance evaluations now 

include indicators related to team well-being, sending 

a strong message that mental health outcomes are 

organizational priorities on par with financial and 

operational targets. 

The development of comprehensive policy 

frameworks further solidifies Zomato’s commitment 

to employee mental health. Anti-discrimination 

policies have been updated to explicitly include mental 

health conditions, ensuring that individuals suffering 

from psychological illnesses are protected against bias 

in hiring, promotion, and daily workplace interactions. 

Procedural mechanisms have been established for 

accommodating employees’ mental health needs, 

ranging from flexible scheduling to temporary 

workload adjustments. Employees returning from 

mental health leave are supported through structured 

return-to-work programs, which prioritize gradual 

reintegration and offer continued emotional support. 

Confidentiality remains a central tenet of all mental 

health policies, assuring employees that their 

disclosures will be handled with utmost discretion and 

without fear of professional repercussions. 

Effective communication strategies are essential for 

the success of mental health initiatives. Zomato 

regularly conducts mental health awareness 

campaigns, timed to coincide with global observances 

such as World Mental Health Day, as well as 

independently scheduled internal events. These 

campaigns feature seminars, expert talks, workshops, 

and interactive activities designed to enhance mental 

health literacy across the workforce. Recognizing the 

linguistic diversity of its employee base, Zomato 

ensures that communication materials are translated 

into multiple regional languages, thereby maximizing 

reach and inclusivity. Storytelling has been adopted as 

a communication tool, with employees who have 

successfully navigated mental health challenges 

sharing their journeys through internal blogs and video 

series. These narratives serve to destigmatize mental 

health struggles and inspire others to seek help when 

needed. Clear and easily accessible information on 

how to utilize available mental health resources is 

consistently disseminated through emails, intranet 

portals, and mobile applications. 

The integration of mental health considerations into 

leadership, policy, and communication represents a 

significant evolution in Zomato’s approach to 

employee well-being. Rather than treating mental 

health as an ancillary concern, the company now 

embeds mental health support as a fundamental pillar 

of its organizational structure and culture. This 

systemic integration enhances the resilience, 

engagement, and productivity of the workforce while 

positioning Zomato as a leader in employee wellness 

in the technology and gig economy sectors. 

 

4.4 Implementation Timeline and Evolution 

The evolution of mental health initiatives at Zomato 

has occurred progressively, shaped by organizational 

learning, workforce needs, and broader societal 

changes. Understanding this temporal development is 

crucial for appreciating both the depth of Zomato’s 

commitment and the increasing sophistication of its 

interventions. 

The initial steps toward formal mental health support 

were undertaken in 2018, when Zomato introduced its 

first employee assistance program targeted at 

corporate staff. This program provided confidential 

access to counseling services, marking an important 

recognition of the role psychological well-being plays 

in overall employee performance. Concurrently, basic 

mental health awareness communications were 

circulated among employees, laying the groundwork 

for a cultural shift towards openness and 

understanding around mental health issues. 

In 2019, the mental health framework expanded in 

response to identified needs. Counseling services were 

extended to cover immediate family members, 

acknowledging the interconnectedness of personal and 
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professional well-being. A mental health leave policy 

was formally introduced, granting employees the right 

to take time off to manage psychological health 

without fear of stigma or negative career 

consequences. Notably, 2019 also marked the 

initiation of targeted financial support programs for 

delivery partners, reflecting an early understanding 

that mental health challenges in the gig economy are 

often exacerbated by economic insecurity. 
 

The global COVID-19 pandemic in 2020 served as a 

catalyst for accelerated development and innovation in 

mental health support. Zomato responded to the 

unprecedented psychological pressures of the 

pandemic by expanding its virtual mental health 

services. Remote work toolkits were created to assist 

employees in maintaining work-life balance, 

emotional resilience, and social connectivity while 

working from home. Managers received specialized 

training to recognize and address pandemic-related 

mental health challenges within their teams. For 

delivery partners, enhanced safety protocols were 

introduced, including mental health helplines and 

protective equipment distribution, recognizing the 

dual risks of physical health and emotional well-being 

posed by the pandemic. 

 

Building upon this momentum, 2021 witnessed the 

launch of a comprehensive mental well-being platform 

that consolidated all support resources in a single, 

user-friendly interface. Zomato introduced the “No 

Questions Asked” leave policy, allowing employees to 

take mental health days without bureaucratic obstacles 

or intrusive inquiries. Delivery partner support 

systems were strengthened through the expansion of 

financial counseling, insurance coverage, and mental 

health education. Importantly, mental health metrics 

began to appear in Zomato’s sustainability reporting, 

signaling that employee well-being had become a 

recognized component of corporate social 

responsibility. 
 

The year 2022 saw the institutionalization of 

preventive and peer-based strategies. A mental health 

first aid certification program was launched, training 

employees to provide initial support and guidance to 

colleagues in distress. Algorithmic modifications 

improved delivery partner autonomy, reducing stress 

levels associated with rigid platform management 

systems. Data collection efforts were intensified to 

track the utilization and outcomes of mental health 

programs, facilitating a shift towards evidence-based 

management of employee wellness. Preventive 

programming, such as mindfulness workshops and 

digital detox initiatives, was expanded to foster 

resilience and emotional regulation skills across the 

workforce. 
 

In 2023, Zomato further integrated mental health into 

its organizational systems. Mental health metrics were 

incorporated into performance dashboards, making 

employee well-being a visible and measurable 

component of organizational success. Formal peer 

support networks were established, institutionalizing 

community-based care. Work-life balance policies 

were refined to offer greater flexibility and encourage 

time off, reflecting an understanding of the cumulative 

impact of chronic stress. Mental health considerations 

were embedded into product development processes, 

ensuring that new technologies and workflows 

minimized psychological strain on users. 
 

The initiatives of 2024 demonstrate Zomato’s 

commitment to scaling and standardizing mental 

health support across its global operations. 

International mental health programs were expanded 

and adapted to local cultural contexts, promoting 

consistency while respecting diversity. Accessibility 

features were enhanced to support employees with a 

range of cognitive, emotional, and physical needs. 

Mental health training was integrated into leadership 

development curricula, ensuring that future leaders are 

equipped to prioritize and support emotional well-

being. Warehouse and fulfillment center workers, 

historically underserved in many corporate wellness 

programs, were formally included in the mental health 

support system, marking a move towards true 

organizational inclusivity. 
 

The progressive development of Zomato’s mental 

health initiatives reflects a maturing organizational 

understanding of psychological well-being as a 

complex, multi-dimensional issue. Beginning with 

basic support services and evolving towards a fully 

integrated, data-driven, and culturally sensitive model, 

Zomato’s journey demonstrates how sustained 

commitment and adaptive learning can transform 

mental health from a peripheral concern into a 

strategic organizational priority. 
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V. FINDINGS: IMPACT ON EMPLOYEE 

PERFORMANCE 

 

5.1 Corporate Employee Performance Impacts 

The mental health initiatives implemented by Zomato 

have had a measurable impact on corporate employee 

performance across multiple dimensions. Drawing on 

publicly available information, including company 

reports, media analyses, employee testimonials, and 

third-party evaluations, it is possible to identify clear 

trends suggesting that mental health support programs 

have contributed positively to productivity, retention, 

innovation, engagement, and overall workplace 

satisfaction. While direct causal links are often 

difficult to establish definitively, the patterns observed 

across several data sources provide strong evidence of 

a meaningful connection between Zomato’s mental 

health initiatives and improved corporate 

performance. 

 

5.1.1 Productivity and Work Quality 

One of the most consistently reported outcomes 

associated with Zomato’s mental health initiatives has 

been an improvement in employee productivity and 

work quality. Internal company reports cited in the 

Zomato Sustainability Report (2023) indicate a 12% 

increase in productivity among teams with high mental 

health program utilization rates. This finding suggests 

that supporting employees' mental health enables them 

to perform their duties more efficiently and with 

greater focus. Moreover, employee testimonials 

available through public forums and interviews 

repeatedly mention improvements in concentration, 

task completion speed, and reduced instances of 

presenteeism following the introduction of mental 

health support services. 

Manager surveys conducted internally further 

reinforce this finding, with managers reporting fewer 

work errors, enhanced attention to detail, and an 

overall improvement in the quality of outputs after 

employees accessed mental health leave and 

counseling services. Project completion metrics also 

reveal positive trends, with more consistent and timely 

delivery of major projects following the introduction 

of workload review processes and stress management 

resources. A notable observation from a technology 

team lead, quoted in a widely read business magazine, 

captures the sentiment succinctly: "After the company 

normalized taking mental health breaks, I actually saw 

faster development cycles. People work more 

efficiently when they're not burning out." Such 

firsthand accounts suggest that investment in mental 

health not only benefits individual employees but also 

contributes directly to the organization's operational 

effectiveness. 

 

5.1.2 Retention and Recruiting 

Employee retention has historically been a challenge 

in the technology sector, characterized by intense 

competition for skilled talent and high rates of 

burnout-driven attrition. Zomato’s mental health 

initiatives appear to have played a crucial role in 

improving employee retention. Company data reveals 

that departments with high mental health program 

engagement recorded 18% lower turnover rates 

compared to departments with lower engagement. 

This suggests that employees who perceive their 

employer as supportive of their mental health are more 

likely to remain loyal to the organization. 

Exit interview data further supports this finding, 

showing a marked decline in mentions of burnout, 

stress, and mental health issues as primary reasons for 

voluntary resignations following the implementation 

of comprehensive mental health strategies. In addition, 

external sources such as Glassdoor reviews 

increasingly highlight mental health support as a factor 

influencing employees' decisions to stay at Zomato. 

The impact extends into talent acquisition as well. 

Recruiting metrics have shown that prospective 

candidates now often cite Zomato’s mental health 

programs as attractors during the interview process. 

Industry analysts from recruitment firms like Michael 

Page have noted Zomato’s relatively strong talent 

retention during periods of broader tech sector 

volatility, attributing this advantage in part to the 

company's proactive focus on employee wellness and 

resilience. 

 

5.1.3 Innovation and Creativity 

Fostering an environment conducive to innovation is 

critical for technology-driven companies like Zomato. 

The evidence suggests that mental health initiatives 

have contributed positively to innovation and creative 

output within the organization. Internal hackathon 

participation rates increased notably following the 

implementation of workload management and 

psychological safety practices, indicating a greater 
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willingness among employees to engage in voluntary 

creative challenges. 

Employee suggestion programs, designed to capture 

grassroots innovation ideas, have also seen higher 

engagement rates among teams actively utilizing 

mental health services. Furthermore, product 

development teams report more effective 

brainstorming sessions and higher rates of idea 

generation following the introduction of structured 

stress management and mindfulness training. 

Psychological safety initiatives, which encourage 

open communication and risk-taking without fear of 

punishment, have enabled cross-functional 

collaboration to flourish. As a product manager stated 

during a media interview, "When people feel 

psychologically safe, they take more creative risks. 

Our best feature innovations have come after I started 

taking mental health seriously." Such testimony 

underscores the link between mental well-being and an 

organization’s capacity for innovation. 

 

5.1.4 Engagement and Satisfaction 

Employee engagement and satisfaction levels are often 

closely correlated with mental health. Zomato’s 

internal surveys indicate that mental health program 

participants report 23% higher engagement scores 

compared to non-participants. Net Promoter Scores 

(NPS), a measure of employees’ willingness to 

recommend the company as a place to work, have also 

risen in the periods following the implementation of 

comprehensive mental health strategies. 

Improvements in day-to-day operational indicators 

further support the conclusion that engagement has 

increased. Meeting attendance and active participation 

rates have improved as burnout prevention programs 

have taken root. Recognition programs, designed to 

celebrate individual and team accomplishments, have 

seen broader participation coinciding with the 

expansion of mental health initiatives. External ratings 

platforms such as Glassdoor reflect these trends, with 

steady improvements noted in work-life balance 

scores and overall company culture ratings. A 2023 

internal survey, referenced in Zomato’s investor 

materials, reported that 67% of employees felt mental 

health initiatives had significantly enhanced their 

overall workplace experience. These findings 

collectively suggest that Zomato’s efforts to support 

mental health have translated into a more motivated, 

satisfied, and engaged workforce. 

5.2 Delivery Partner Performance Impacts 

Evaluating the impact of mental health initiatives on 

delivery partners presents unique challenges due to the 

nature of their contractual relationship with Zomato 

and the relative scarcity of publicly available granular 

data. Nonetheless, available evidence from company 

reports, media coverage, and partner testimonials 

suggests that mental health initiatives have influenced 

key performance dimensions among delivery partners, 

including retention, service quality, customer 

interaction, and platform engagement. 

 

5.2.1 Retention and Availability 

Retention of delivery partners is critical for 

operational efficiency, cost control, and customer 

satisfaction in the food delivery industry. Zomato’s 

mental health initiatives, particularly those addressing 

financial stability and stress management, appear to 

have positively influenced partner retention rates. 

Internal data indicates that 90-day retention rates 

improved by approximately 15% following the 

introduction of financial well-being programs and 

income stabilization measures. 

Delivery partner testimonials highlight the importance 

of knowing that a financial safety net exists during 

times of uncertainty. One delivery partner quoted in a 

news article emphasized, "Knowing I have some 

financial security if things go wrong helps me work 

with less stress. I've stayed with Zomato because they 

seem to care more than other platforms." Increased app 

usage data and active working hours among partners 

with access to rest areas further suggest that improved 

working conditions and stress mitigation initiatives 

have enhanced partner availability and loyalty to the 

platform. 

 

5.2.2 Delivery Quality and Speed 

The quality and speed of delivery services are essential 

performance metrics for a company like Zomato, 

directly impacting customer satisfaction and 

competitive positioning. Evidence indicates that 

mental health initiatives, including the provision of 

rest areas and adjustments to delivery algorithms to 

reduce pressure, have contributed to improvements in 

service quality metrics. 

Customer ratings, as reported by the company, show 

modest but consistent improvements following the 

rollout of partner rest facilities. Internal order accuracy 

metrics have also improved, suggesting that better-
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rested and less stressed delivery partners are less prone 

to errors. Furthermore, delivery time consistency has 

increased, correlating with stress reduction measures 

and better work planning enabled by greater 

scheduling autonomy. Safety incident rates have 

declined, further pointing to the benefits of stress 

mitigation on operational performance. Although 

attributing these improvements solely to mental health 

initiatives is challenging, the convergence of these 

indicators supports the conclusion that better mental 

health among delivery partners positively impacts 

service outcomes. 

 

5.2.3 Customer Interaction Quality 

The quality of interaction between delivery partners 

and customers significantly shapes brand perception. 

Improvements in mental health among partners appear 

to have positively influenced customer experiences. 

Analysis of customer feedback highlights a trend 

towards more positive delivery interactions following 

the implementation of partner recognition programs 

and mental health support initiatives. 

Complaint rates related to delivery partner behavior 

have decreased, and mystery shopper programs report 

higher service quality scores among partners who have 

engaged with wellness resources. Additionally, 

sentiment analysis of social media mentions indicates 

an increase in positive customer comments regarding 

delivery experiences, suggesting that emotionally 

supported partners are better able to engage 

professionally and courteously with customers. These 

patterns, while complex and influenced by multiple 

factors, support the hypothesis that mental health 

initiatives contribute to enhanced customer interaction 

quality. 

 

5.2.4 Platform Engagement 

Partner engagement with Zomato’s digital platform is 

critical for maintaining efficient service delivery. 

Mental health initiatives appear to have fostered 

stronger relationships between partners and the 

platform. Partners utilizing financial stability 

programs have shown higher levels of platform 

engagement, measured in terms of hours available and 

consistency of work patterns. 

Moreover, educational initiatives providing mental 

health content within the app have been associated 

with higher utilization rates of app features and 

participation in optional training modules. Peer 

support networks, developed as part of mental health 

initiatives, have encouraged greater participation in 

partner forums, fostering a sense of community and 

shared purpose. Referral rates for new delivery 

partners have increased among those who have 

engaged with mental health resources, suggesting that 

satisfied and emotionally supported partners are more 

likely to recommend the platform to others. While 

economic incentives remain a primary motivator for 

platform engagement, mental health support appears 

to enhance loyalty and deepen partner relationships. 

 

5.3 Organizational Performance Impacts 

Beyond individual impacts on corporate employees 

and delivery partners, Zomato’s mental health 

initiatives appear to have generated broader 

organizational performance improvements. These 

include gains in operational efficiency, enhancements 

to brand reputation and customer loyalty, and potential 

contributions to financial performance indicators. 

Although complex organizational outcomes result 

from multiple interacting factors, available evidence 

suggests that mental health support efforts have played 

a substantive role in driving positive systemic changes 

within Zomato. 

 

5.3.1 Operational Efficiency 

Several operational metrics provide indirect evidence 

that mental health programs have enhanced 

organizational efficiency. Internal company reports 

and third-party analyses note that unplanned absence 

rates declined following the introduction of formal 

mental health leave policies. Employees who 

previously might have continued working through 

mental health challenges, contributing to presenteeism 

and reduced productivity, now have access to 

structured time off for recovery, leading to a healthier, 

more productive workforce upon their return. 

Cross-functional collaboration, critical to innovation 

and operational problem-solving, also appears to have 

improved in parallel with psychological safety 

initiatives. Teams where psychological safety is 

emphasized show faster resolution times for cross-

departmental issues, greater willingness to share 

feedback, and improved project delivery rates. 

Enhanced communication patterns have been 

observed across teams, with employees reporting that 

open discussions about workload stressors and mental 
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health needs have led to more supportive work 

environments and clearer task prioritization. 

Importantly, during periods of peak operational 

demand, such as festival seasons or major promotional 

events, Zomato’s operations have demonstrated 

greater resilience and consistency compared to earlier 

years. The 2023 Annual Report specifically 

highlighted "more resilient operations during peak 

periods" as a direct result of wellness and resilience 

programs implemented across the company. Although 

specific operational metrics were not disclosed, the 

consistency of service levels during traditionally 

stressful periods suggests that investments in mental 

health have contributed to strengthening Zomato’s 

organizational stamina. 

 

5.3.2 Brand Reputation and Customer Loyalty 

Zomato’s public emphasis on mental health initiatives 

has positively influenced its external brand reputation. 

Media coverage increasingly frames Zomato as an 

employer and platform that genuinely cares about its 

workforce's welfare. Positive news articles, thought 

leadership interviews with executives, and 

sustainability reports have all contributed to building a 

corporate image associated with responsibility, care, 

and forward-thinking values. 

Consumer surveys indicate that awareness of 

Zomato’s mental health and delivery partner welfare 

initiatives is growing. Customers are increasingly 

sensitive to ethical considerations when choosing 

service providers, particularly among urban, middle-

class consumers in major Indian cities. Social 

responsibility ratings from independent third parties 

have shown improvement since the company began 

transparently reporting its employee wellness efforts. 

Customer loyalty metrics appear to correlate with 

these brand improvements. Repeat usage rates and 

customer lifetime value indicators have risen modestly 

since the expansion of wellness programs, though it 

must be acknowledged that multiple factors, including 

pricing and service quality, also contribute to these 

patterns. Nonetheless, the broader reputational impact 

of mental health initiatives strengthens Zomato’s 

competitive positioning in an increasingly ethics-

conscious marketplace. 

 

5.3.3 Financial Performance Indicators 

Drawing a direct causal connection between mental 

health initiatives and financial performance outcomes 

is inherently complex. Nevertheless, available 

evidence suggests several pathways through which 

investments in employee mental health may contribute 

to Zomato’s financial sustainability and risk 

management strategies. 

Reduced recruitment costs represent one such 

pathway. Improved retention rates following mental 

health program implementation decrease the need for 

frequent hiring cycles, saving both time and financial 

resources associated with recruiting, onboarding, and 

training new employees. Similarly, lower turnover 

rates among delivery partners reduce the costs 

associated with constantly replacing and retraining 

service providers. 

Decreased training expenses emerge as another 

benefit, given that employees and partners remaining 

longer within the organization require fewer resources 

for basic skill development and familiarization. 

Additionally, improvements in service quality and 

customer satisfaction linked to emotionally supported 

workers potentially enhance customer loyalty, 

increasing customer lifetime value and reducing 

marketing expenses required to attract new users. 

Finally, communications with investors increasingly 

highlight employee and partner wellness initiatives as 

part of Zomato’s broader risk management framework. 

By proactively addressing burnout, stress-related 

absenteeism, and reputational risks associated with 

poor treatment of workers, Zomato positions itself as 

a lower-risk investment opportunity in an industry 

where workforce issues can lead to operational 

disruptions and public backlash. 

Although quantitative attribution remains challenging, 

the convergence of these indicators suggests that 

mental health initiatives are not merely humanitarian 

efforts but strategic investments contributing to long-

term organizational resilience and financial 

performance. 

 

5.4 Implementation Challenges and Limitations 

Despite the positive impacts observed across multiple 

performance dimensions, Zomato’s journey toward 

comprehensive mental health support has not been 

without challenges. Several barriers and limitations 

have affected the reach, effectiveness, and 

sustainability of mental health initiatives. 

Understanding these challenges is critical for 

appreciating the complexity of implementing large-
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scale wellness programs in fast-paced, diverse 

organizational environments. 

 

5.4.1 Utilization Barriers 

A major challenge faced by Zomato has been ensuring 

widespread utilization of mental health programs 

across all workforce segments. Initial participation 

rates fell below expectations, particularly among male 

employees who may experience cultural pressures 

discouraging open acknowledgment of mental health 

struggles. Gender norms and societal stigmas continue 

to influence help-seeking behaviors, even in 

progressive corporate environments. 

Cultural stigma surrounding mental health remains a 

pervasive barrier. Despite awareness campaigns and 

leadership modeling, many employees and partners 

continue to perceive accessing mental health resources 

as a potential sign of weakness or professional 

inadequacy. Language and literacy barriers further 

exacerbate these issues, particularly among delivery 

partners, some of whom may have limited proficiency 

in English or digital platforms where resources are 

primarily hosted. 

Moreover, digital access limitations create additional 

hurdles. While corporate employees generally have 

reliable internet access and digital literacy, some 

delivery partners, especially in semi-urban and rural 

areas, may struggle to engage fully with app-based 

mental health services. Recognizing these challenges, 

Zomato has recently focused on developing 

multilingual materials, launching stigma reduction 

campaigns, and piloting offline access models to 

expand program inclusivity. 

 

5.4.2 Measurement Difficulties 

Measuring the true impact of mental health initiatives 

presents significant methodological challenges. 

Isolating the effects of mental health programs from 

other concurrent organizational changes, such as 

product launches, leadership transitions, or market 

expansions, is inherently difficult. 

Baseline data from pre-implementation periods is 

often limited or absent, making longitudinal impact 

assessments less robust. Many programs rely heavily 

on self-reported utilization and outcome data, 

introducing potential biases related to social 

desirability and self-selection. Employees who are 

already more proactive about their well-being may be 

more likely to engage with mental health resources, 

creating a selection effect that complicates causal 

interpretation. 

Furthermore, privacy concerns limit the depth of 

outcome tracking. Anonymity protections essential for 

encouraging participation prevent the collection of 

detailed longitudinal data linking individual program 

usage to specific performance metrics. In response to 

these issues, Zomato has begun investing in more 

sophisticated measurement strategies, including 

aggregated utilization tracking, anonymous survey 

instruments, and experimental piloting of attribution 

models to strengthen its impact evaluation 

frameworks. 

 

5.4.3 Consistency Challenges 

Ensuring consistent availability and quality of mental 

health support across a geographically and 

demographically diverse workforce remains a major 

challenge. Support services for corporate employees, 

concentrated primarily in metropolitan centers, tend to 

be more comprehensive and accessible than those 

available to delivery partners operating across smaller 

towns and rural regions. 

Geographic variations in program deployment have 

been noted, with smaller or less commercially 

significant markets receiving fewer wellness resources 

compared to core urban hubs. Furthermore, 

inconsistent managerial support for mental health 

initiatives persists across teams. While some managers 

actively promote and normalize mental health resource 

utilization, others, whether through lack of training or 

differing personal attitudes, may inadvertently 

discourage or neglect wellness conversations. 

Resource constraints also limit program expansion. 

While leadership has demonstrated strong 

commitment, finite budgets and competing 

organizational priorities occasionally constrain the 

ability to scale mental health initiatives uniformly. 

Addressing these inconsistencies is an ongoing focus, 

with recent initiatives aimed at standardizing resource 

availability and strengthening manager training on 

mental health support practices across all regions. 

 

5.4.4 Sustainability Concerns 

Maintaining the long-term sustainability of mental 

health initiatives poses additional challenges, 

particularly in dynamic and financially volatile sectors 

like food delivery and technology. Budget pressures 

during economically challenging periods could 
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threaten continued investment in wellness programs, 

particularly if short-term cost-cutting imperatives 

outweigh longer-term strategic considerations. 

Leadership attention, while currently high, may 

fluctuate over time as organizational focus shifts 

toward other pressing strategic priorities. Maintaining 

momentum beyond the initial enthusiasm phase of 

program rollout requires systematic 

institutionalization of wellness principles into core 

organizational structures and processes. 

Integrating mental health metrics into existing 

performance management dashboards represents one 

strategy for embedding wellness considerations into 

daily operations. Dedicated wellness teams have been 

established to ensure continuity and expertise in 

program management. Formalizing policies related to 

mental health accommodations, leave policies, and 

confidentiality protections further strengthens the 

institutional scaffolding needed for long-term 

sustainability. 

However, vigilance remains necessary. Without 

continuous reinforcement, regular evaluation, and 

adaptability to changing workforce needs, even the 

most well-intentioned mental health programs risk 

stagnation or marginalization over time. Zomato’s 

commitment to evolving its wellness strategies in 

response to emerging challenges will be critical in 

ensuring that the gains achieved to date are preserved 

and expanded in the future. 

 

VI. DISCUSSION 

 

6.1 Analysis of Key Findings 

The analysis of Zomato’s mental health initiatives 

reveals several important patterns and deeper insights 

that go beyond surface-level observations. When 

examining these findings, it is essential to situate them 

within Zomato’s specific organizational and industry 

context, while also considering how the experiences of 

Zomato might hold broader relevance for similar 

companies operating in dynamic, high-pressure 

sectors. The data clearly suggest that mental health 

initiatives have played a role in enhancing employee 

performance, yet their effectiveness varies depending 

on the type of initiative, the target workforce segment, 

and the surrounding implementation conditions. These 

nuances offer valuable lessons for both academic 

understanding and practical management approaches 

in the field of workplace mental health. 

6.1.1 Initiative Effectiveness Patterns 

An important theme emerging from the analysis is that 

the comprehensiveness of the mental health initiatives 

plays a decisive role in their success. Programs that 

address mental health through multiple dimensions—

such as combining clinical services with 

organizational environment modifications—have 

proven to be far more effective than isolated or 

fragmented interventions. Among corporate 

employees, those who had access not only to therapy 

or counselling but also to workload adjustments, 

flexible scheduling, and supportive leadership 

structures demonstrated greater improvements in 

productivity compared to those accessing a single 

service. This finding lends strong support to 

theoretical models such as that proposed by 

LaMontagne et al. (2014), which emphasize that 

optimal outcomes in workplace mental health require 

a combination of individual-focused and 

organizational-focused strategies. Zomato’s 

experience suggests that fragmented programs, 

however well-intentioned, are insufficient in 

addressing the complex and intertwined nature of 

workplace mental health challenges. 

Another notable finding is the greater long-term 

effectiveness of preventive mental health initiatives 

compared to reactive measures. While immediate 

crisis supports services, such as counselling hotlines 

and emergency leaves, are vital and provide short-term 

relief, programs designed to address root causes of 

stress such as workload management systems, 

financial wellbeing schemes, and peer support 

networks appear to generate more sustainable 

improvements in employee performance and 

engagement. This pattern aligns with public health 

models that prioritize prevention over treatment, 

emphasizing that creating conditions that reduce the 

incidence of stress and burnout is often more impactful 

in the long run than solely responding to crises after 

they occur. Zomato’s gradual expansion from 

primarily reactive services to a broader preventive 

strategy mirrors this shift and illustrates the value of 

investing in structural, upstream solutions. 

The role of leadership engagement emerges as another 

crucial factor influencing the success of mental health 

initiatives. Departments and teams where managers 

and senior leaders actively endorsed, modeled, and 

facilitated mental health support services reported 

significantly higher utilization rates and 
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correspondingly stronger performance improvements. 

This observation is consistent with a large body of 

organizational behaviour literature emphasizing the 

critical importance of leadership in setting cultural 

norms and psychological safety climates (Kelloway et 

al., 2018). Zomato’s case reinforces the idea that 

mental health programs cannot succeed as side 

projects; rather, they must be integrated into leadership 

priorities and daily management practices to be truly 

effective. 

Among delivery partners, the analysis indicates that 

financial wellbeing initiatives have had particularly 

strong effects on performance metrics such as 

retention, service quality, and engagement. Delivery 

partners, operating under the often-precarious 

conditions of gig economy work, experience 

significant economic insecurity that directly impacts 

their mental health. Programs offering income 

stability, emergency financial assistance, and 

insurance coverage address these foundational 

concerns and create a psychological environment in 

which delivery partners can focus more effectively on 

their work. This pattern suggests that Maslow’s 

hierarchy of needs remains highly relevant: until basic 

economic security is ensured, higher-level 

psychological interventions will have limited impact. 

Zomato’s targeted approach toward financial 

wellbeing for its delivery workforce demonstrates an 

important best practice for organizations managing 

economically vulnerable populations. 

Lastly, cultural initiatives aimed at stigma reduction 

and fostering psychological safety appear to require a 

longer time horizon to demonstrate measurable 

impacts. Programs such as anti-stigma campaigns, 

leadership vulnerability modeling, and open mental 

health discussions have gradually begun to shift 

cultural norms within Zomato, but the effects are 

slower to emerge compared to more immediate 

outcomes from clinical or financial interventions. This 

finding suggests that organizations must maintain 

patience and persistence when implementing culture-

focused mental health strategies, recognizing that 

deeply entrenched social attitudes do not change 

overnight but may yield profound and lasting benefits 

over time. 

 

6.1.2 Return on Investment Considerations 

Although calculating precise financial returns on 

mental health initiatives remains complex, the 

evidence from Zomato strongly suggests that the 

return on investment (ROI) is positive across multiple 

dimensions. Improvements in employee retention 

alone are likely sufficient to justify much of the 

program expenditure. Industry estimates typically 

suggest that replacing a departing employee cost 

between 1.5 and 2 times their annual salary when 

factoring in recruiting, onboarding, training, and lost 

productivity during transition periods. Given that 

Zomato observed an 18% reduction in turnover within 

departments with high mental health program 

utilization, the cost savings from avoided turnover 

would likely offset a substantial portion of the 

investment made in mental health support programs. 

In addition to retention benefits, productivity gains 

offer another important financial advantage. The 

reported 12% increase in productivity among high-

utilization teams represents a major operational 

improvement. In a highly competitive sector such as 

food technology and logistics, faster development 

cycles, more reliable project delivery, and higher-

quality service provision translate directly into 

revenue growth, customer satisfaction, and market 

share expansion. When considering the opportunity 

costs associated with delayed projects, missed 

innovation opportunities, or quality lapses due to 

employee burnout, the value of enhanced productivity 

driven by better mental health becomes even more 

apparent. 

Furthermore, brand reputation benefits, although 

harder to quantify, carry significant strategic value. In 

contemporary markets, particularly among younger, 

socially conscious consumers, corporate reputation 

regarding employee treatment and social 

responsibility increasingly influences purchasing 

behavior. Zomato’s emphasis on mental health and 

delivery partner welfare differentiates the brand from 

competitors and enhances customer loyalty. In the long 

term, this reputational strength could serve as a buffer 

against negative market trends, regulatory challenges, 

or reputational crises. 

Finally, the prevention of major mental health 

incidents though rarely discussed openly in corporate 

reporting represents a substantial risk management 

benefit. Serious mental health crises among employees 

or partners can lead to litigation, regulatory penalties, 

operational disruptions, and reputational damage. By 

proactively addressing mental health risks, Zomato 

reduces its exposure to these potentially catastrophic 



© January 2026 | IJIRT | Volume 12 Issue 8 | ISSN: 2349-6002 

IJIRT 190626 INTERNATIONAL JOURNAL OF INNOVATIVE RESEARCH IN TECHNOLOGY 1221 

outcomes, thus safeguarding organizational resilience 

and shareholder value. Collectively, these factors point 

to a strong and multi-faceted financial return from 

sustained investment in mental health initiatives, even 

though precise quantification remains elusive. 

 

6.2 Comparison with Literature 

Analysing Zomato’s experience with mental health 

initiatives provides valuable opportunities to situate 

the case within the broader landscape of existing 

research on workplace mental health. While much of 

Zomato’s observed outcomes align closely with 

established academic findings, certain aspects also 

extend the literature by offering new insights, 

particularly in the context of emerging markets, 

platform-based workforces, and mixed employment 

models. These comparisons reinforce the external 

validity of Zomato’s findings and suggest both the 

generalizability and the boundaries of current 

theoretical frameworks. 

 

6.2.1 Alignment with Established Research 

Many of Zomato’s observed outcomes closely mirror 

findings from the academic literature on mental health 

interventions in organizational settings. Perhaps most 

notably, the effectiveness of multi-component 

approaches resonates strongly with conclusions drawn 

by Joyce et al. (2016), whose meta-analysis 

established that mental health interventions combining 

both individual-level and organizational-level 

strategies yield significantly better results than those 

focusing solely on one domain. Zomato’s emphasis on 

combining clinical support (e.g., teletherapy, 

counselling) with systemic organizational changes 

(e.g., workload management reforms, flexible working 

policies) reflects this best practice and helps explain 

the positive performance outcomes recorded in various 

internal and external evaluations. 

The critical role of leadership engagement identified at 

Zomato also aligns with extensive prior research 

emphasizing the importance of leadership behaviours 

in creating psychologically safe workplaces. Studies 

by Edmondson and Lei (2014), among others, 

underscore that supportive leadership that model’s 

vulnerability, encourages open dialogue, and provides 

visible backing for mental health initiatives is a 

prerequisite for successful cultural change. Zomato’s 

experience of higher program utilization and better 

outcomes in departments with active managerial 

involvement supports these findings and reinforces the 

understanding that leadership commitment is not a 

peripheral factor but a central driver of mental health 

initiative success. 

Another area where Zomato’s experience reinforces 

established findings is the importance of work-life 

boundary management, particularly within technology 

sectors. Johnson et al. (2020) found that technology 

workers are particularly susceptible to mental health 

challenges arising from blurred boundaries between 

work and personal life, given the 24/7 connectivity 

that characterizes modern digital work environments. 

Zomato’s effectiveness in promoting boundary-setting 

policies, including “No Questions Asked” mental 

health leave and flexible scheduling, demonstrates the 

critical importance of enabling employees to 

disengage from work-related demands to protect their 

mental health. 

Moreover, the effectiveness of financial security 

initiatives in supporting delivery partner mental health 

aligns with research into the mental health stressors 

faced by gig economy workers. Veen et al. (2020) 

highlighted that economic instability, income 

unpredictability, and lack of social protections are 

primary contributors to stress among gig workers. 

Zomato’s initiatives to provide income stability during 

low-demand periods, emergency financial assistance, 

and expanded insurance coverage directly address 

these issues, helping to mitigate the economic anxiety 

that underlies much of the mental health burden in the 

gig workforce. 

Taken together, these alignments between Zomato’s 

experience and established research strengthen 

confidence in the broader applicability of the observed 

findings. They suggest that while Zomato’s operating 

context in India and its platform-based workforce 

present unique features, the underlying dynamics of 

effective mental health interventions retain substantial 

consistency across organizational settings. 

 

6.2.2 Extensions to Existing Knowledge 

While much of Zomato’s experience reinforces 

established understanding, the case also offers 

important extensions and novel contributions to the 

literature. One such extension concerns the particular 

value of mental health initiatives during periods of 

organizational transition. Zomato’s intensified focus 

on mental health coincided with its initial public 

offering (IPO) and subsequent periods of market 
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volatility. During these high-stress, high-visibility 

phases, mental health initiatives played a stabilizing 

role by supporting employee resilience, preserving 

operational continuity, and protecting brand 

reputation. This suggests that beyond their ongoing 

value, mental health programs may yield outsized 

benefits during periods of organizational change—a 

hypothesis that warrants further investigation in future 

research. 

Another important extension involves the role of 

cultural context in shaping the design, communication, 

and uptake of mental health initiatives. Much of the 

existing research on workplace mental health 

interventions is grounded in Western contexts, where 

attitudes towards mental health, help-seeking 

behavior, and organizational hierarchies differ 

significantly from those in countries like India. 

Zomato’s experience with persistent stigma, lower 

initial utilization rates, and the need for culturally 

adapted communication strategies highlights the 

limitations of simply transplanting Western models 

into non-Western environments. Tailoring mental 

health programs to local cultural realities emerges as a 

key success factor, suggesting the need for more 

nuanced, context-sensitive models in both academic 

research and practical implementation. 

Zomato’s use of platform features, such as algorithm 

modifications to improve delivery partner autonomy, 

as mechanisms for mental health intervention also 

offers a novel insight. Typically, workplace mental 

health interventions are thought of in terms of policies, 

programs, or services external to core operational 

processes. However, Zomato’s case shows that 

platform architecture—the very design of work 

allocation algorithms and app interfaces—can be a 

powerful tool for either exacerbating or alleviating 

mental health risks. This insight expands the range of 

potential intervention points available to 

organizations, especially those operating in digital or 

platform-based industries. 

Finally, the differentiated impact of mental health 

initiatives across mixed workforce models corporate 

employees versus delivery partners highlights an 

important emerging challenge. Traditional 

organizational models often assume a relatively 

homogeneous workforce in terms of employment 

status and work conditions. However, as companies 

increasingly blend full-time, contract, and gig workers 

within a single organizational ecosystem, mental 

health strategies must be tailored to the unique needs, 

vulnerabilities, and motivations of each segment. 

Zomato’s experience demonstrates the difficulties and 

importance of balancing resources and program design 

across a highly heterogeneous workforce, suggesting a 

need for more sophisticated frameworks that can 

accommodate such complexity. 

These extensions offer fertile ground for further 

research and practical innovation. They highlight the 

evolving nature of organizational mental health 

challenges in the context of globalization, 

technological change, and shifting workforce models, 

and they underscore the need for continued adaptation 

and creativity in both academic inquiry and applied 

practice. 

 

6.2.3 Theoretical Implications 

Zomato’s experience with mental health initiatives 

also carries important theoretical implications that 

help refine and extend key models in organizational 

psychology and human resource management. One 

such model is the Job Demands-Resources (JD-R) 

framework, which posits that employee well-being 

and performance are shaped by the balance between 

job demands and the resources available to meet them. 

The experiences of Zomato’s delivery partners and 

corporate employees alike strongly support the JD-R 

model. Initiatives such as financial security programs, 

workload management reforms, and psychological 

safety training function effectively as job resources 

that help moderate the negative impacts of high job 

demands like customer pressure, long working hours, 

and unpredictable work patterns. 

Conservation of Resources (COR) theory, which 

emphasizes the centrality of resource acquisition and 

preservation in stress management, also finds support 

in Zomato’s case. The disproportionately strong 

response among delivery partners to financial 

wellbeing measures highlights how individuals facing 

resource scarcity are particularly sensitive to 

interventions that enhance economic and 

psychological resources. This suggests that COR 

theory provides a useful lens for understanding 

differential responses to mental health initiatives 

across workforce segments with varying degrees of 

resource access and security. 

Positive psychology approaches, particularly the 

emphasis on strengths-based interventions and 

resilience training, also find validation in Zomato’s 
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experience. Programs focused on recognizing 

employee strengths, celebrating small wins, and 

fostering optimism appeared to enhance engagement, 

satisfaction, and creativity, especially within high-

pressure teams such as engineering and customer 

service. This supports the argument that positive 

psychology is not merely a luxury for elite workplaces 

but a practical necessity in high-stress, fast-paced 

environments. 

Finally, broaden-and-build theory, which posits that 

positive emotional states broaden individuals’ 

thought-action repertoires and build lasting 

psychological resources, offers a compelling 

explanation for the observed link between mental 

health improvements and innovation outcomes at 

Zomato. Teams that reported higher psychological 

safety and wellbeing also demonstrated greater 

participation in hackathons, brainstorming sessions, 

and cross-functional innovation initiatives. This 

suggests that enhancing emotional wellbeing can 

directly contribute to strategic organizational goals 

like innovation and market responsiveness. 

Collectively, these theoretical connections 

demonstrate that Zomato’s case is not merely an 

application of existing theories but a rich context for 

testing, refining, and extending them. They also 

highlight the need for future theoretical development 

that better accommodates the complexities of global, 

platform-based, and mixed-model organizational 

environments. 

 

6.3 Results and Implications for Practice 

The findings from Zomato’s implementation of mental 

health initiatives offer a range of practical lessons for 

organizations seeking to enhance employee wellbeing 

while also improving operational outcomes. These 

lessons are especially relevant for companies 

operating in high-pressure industries, employing 

diverse and hybrid workforces, or navigating 

significant organizational transitions. While each 

organization must tailor its approach based on its 

unique circumstances, several overarching principles, 

strategies, and frameworks can be drawn from the 

Zomato experience to guide more effective design, 

implementation, measurement, and sustainability of 

mental health initiatives. 

 

 

 

6.3.1 Design Principles 

Effective mental health initiatives begin with 

thoughtful design that addresses the real needs of the 

workforce rather than simply replicating standard 

models. One clear lesson from Zomato’s case is the 

importance of prioritizing fundamental needs before 

advancing to more complex psychological 

interventions. For delivery partners, whose primary 

concerns often center on financial insecurity and basic 

safety, programs addressing income stability, 

emergency support, and insurance coverage created 

the necessary foundation for broader engagement with 

mental health services. This finding underscores the 

critical need for organizations to diagnose and address 

the foundational stressors affecting their employees, 

particularly among vulnerable or economically 

precarious workforce segments, before expecting 

widespread engagement with more advanced 

psychological programs. 

Another important design principle is the integration 

of mental health initiatives into existing workflows 

and operational systems. Programs that are seamlessly 

embedded into day-to-day work processes—such as 

incorporating mental health considerations into 

workload planning algorithms, performance review 

templates, or team management practices—showed 

higher utilization rates and better outcomes compared 

to standalone services requiring separate effort or 

initiative from employees. This suggests that 

organizations should aim to weave mental health 

support into the fabric of normal operations, reducing 

barriers to access and reinforcing the perception that 

mental health is a core, non-optional organizational 

value. 

The balance between immediate crisis supports and 

long-term preventive measures also emerges as a vital 

consideration. Organizations must ensure that they 

provide rapid response services for employees 

experiencing acute mental health challenges while 

simultaneously investing in systems, structures, and 

cultural practices that address the underlying causes of 

stress and burnout. Zomato’s evolution from an initial 

focus on counseling hotlines and emergency leave to a 

broader strategy incorporating workload management, 

financial wellbeing, and psychological safety reflects 

this necessary balance. 

Aligning mental health initiatives with incentive 

structures is another key design consideration. 

Programs that are perceived to conflict with existing 
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performance expectations, compensation models, or 

promotion criteria often suffer from low credibility 

and poor uptake. Zomato’s success in integrating 

mental health into leadership evaluation criteria and 

embedding wellbeing metrics into operational 

dashboards demonstrates the importance of ensuring 

that organizational systems do not inadvertently 

undermine mental health goals. 

Finally, accessibility must be a central design 

principle, particularly in diverse workforce contexts. 

Language barriers, literacy levels, digital access 

limitations, and cultural differences all influence 

employees' ability and willingness to engage with 

mental health programs. Zomato’s efforts to provide 

multilingual materials, develop offline access options, 

and adapt communication styles to different workforce 

segments highlight the necessity of designing for 

inclusivity and broad reach. 

 

6.3.2 Implementation Strategies 

Successful implementation of mental health initiatives 

requires more than well-designed programs; it 

demands deliberate, strategic change management 

efforts that account for organizational culture, 

leadership behaviors, and employee engagement 

dynamics. One critical strategy observed at Zomato is 

securing visible and authentic leadership commitment 

before initiating broad rollout. Leadership modeling of 

vulnerability, openness about mental health, and 

consistent messaging about the importance of 

wellbeing significantly influenced employee 

perceptions and increased program credibility. 

Organizations seeking to replicate Zomato’s successes 

should prioritize cultivating leadership buy-in at the 

earliest stages of program development. 

Another effective strategy involves integrating mental 

health metrics into regular organizational performance 

reviews and dashboards. By embedding mental health 

considerations into standard reporting systems, 

Zomato ensured sustained attention to wellbeing 

issues and avoided relegating mental health to a 

secondary or peripheral concern. This integration also 

enabled more effective resource allocation and 

strategic decision-making around mental health 

programs. 

Building internal implementation capacity through 

train-the-trainer approaches also proved effective. 

Zomato’s development of mental health first aiders 

and peer supporters created a distributed network of 

wellness advocates across the organization, reducing 

reliance on external providers and enhancing 

sustainability. Organizations adopting similar models 

can benefit from building grassroots wellness 

leadership to support ongoing program 

implementation and cultural change. 

Phased implementation combined with rapid feedback 

loops is another critical strategy. Rather than 

attempting to launch comprehensive programs in a 

single step, Zomato utilized pilot programs, iterative 

adaptation, and responsive adjustment based on 

employee feedback. This approach enabled the 

company to refine programs, address unforeseen 

barriers, and build momentum gradually without 

overwhelming the organization or missing critical 

contextual nuances. 

Leveraging peer influence through ambassador 

programs also emerged as a particularly effective 

tactic. Employee advocates who shared personal 

stories, championed mental health initiatives, and 

encouraged colleagues to engage proved more 

persuasive than formal top-down communications 

alone. This finding suggests that organizations should 

identify and empower credible peer leaders as part of 

their mental health communication and engagement 

strategies. 

Finally, tailoring communication strategies to different 

workforce segments proved essential. Messaging that 

resonated with corporate employees, who might be 

motivated by discussions of innovation and 

productivity, often differed from messaging for 

delivery partners, who prioritized financial stability 

and safety. Effective implementation requires careful 

segmentation of communication approaches based on 

audience needs, values, and concerns. 

 

6.3.3 Measurement Approaches 

Accurate and meaningful measurement of mental 

health initiatives is essential for demonstrating value, 

refining program design, and maintaining 

organizational commitment. Zomato’s experience 

highlights several important principles for effective 

measurement in this domain. First, balancing privacy 

protection with impact assessment is crucial. 

Employees must be assured that their participation in 

mental health programs will remain confidential, yet 

organizations must still gather sufficient data to assess 

effectiveness. Zomato’s use of anonymous, aggregated 
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utilization data and perception surveys demonstrates 

one practical method for achieving this balance. 

Integrating mental health metrics into existing 

business dashboards proved another successful 

strategy. By embedding mental health indicators into 

the same performance management systems used to 

track operational, financial, and customer service 

outcomes, Zomato ensured that mental health 

remained visible and relevant to organizational leaders 

and decision-makers. 

Tracking leading indicators, such as program 

utilization rates, stigma reduction measures, and 

psychological safety perceptions, proved especially 

valuable. These early signals provided real-time 

feedback on implementation progress and helped 

guide adjustments before longer-term lagging 

indicators, such as turnover rates or productivity shifts, 

became visible. Organizations seeking to optimize 

mental health initiative outcomes should prioritize 

developing leading indicator tracking systems. 

Measuring across multiple performance dimensions 

also emerged as critical. Focusing exclusively on 

traditional productivity metrics risks missing 

important impacts on creativity, collaboration, service 

quality, and innovation areas where mental health 

improvements may deliver substantial but less 

immediately visible value. Zomato’s experience of 

enhanced hackathon participation, improved customer 

interaction quality, and strengthened cross-functional 

collaboration highlights the broader organizational 

benefits of mental health investments. 

Finally, assessing both individual and organizational 

outcomes provides a more comprehensive 

understanding of program impact. Employee 

wellbeing improvements and broader performance 

enhancements reinforce one another, and both must be 

considered when evaluating program success. 

 

6.3.4 Sustainability Strategies 

Ensuring the long-term sustainability of mental health 

initiatives presents significant challenges, particularly 

as organizations grow, evolve, and encounter shifting 

external conditions. Zomato’s experience offers 

several strategies for building durable, resilient mental 

health programs capable of withstanding leadership 

changes, financial pressures, and competing 

organizational priorities. 

Formalizing programs through documented policies 

represents one important sustainability strategy. By 

embedding mental health commitments into official 

organizational policies covering areas such as leave, 

accommodations, confidentiality, and anti-

discrimination Zomato reduced the risk that programs 

would be deprioritized during leadership transitions or 

financial downturns. 

Developing dedicated roles with clear accountability 

for mental health initiatives also proved essential. 

Assigning specific responsibilities to wellness teams, 

mental health officers, or cross-functional committees 

ensured ongoing focus, resource allocation, and 

strategic oversight. Organizations seeking to sustain 

mental health efforts must ensure that program 

management is institutionalized rather than dependent 

on the passion or initiative of individual champions. 

Creating financial sustainability through demonstrated 

business impact represents another key strategy. 

Programs that can clearly show connections to 

improved retention, enhanced productivity, reduced 

risk exposure, and strengthened brand reputation are 

more likely to secure continued funding and leadership 

attention even during challenging financial periods. 

Building external partnerships with mental health 

organizations, wellness providers, and community 

resources also proved valuable. These partnerships 

expanded access to specialized expertise, reduced 

costs through shared services, and enhanced program 

quality and credibility. 

Finally, integrating mental health initiatives into 

broader business continuity and risk management 

frameworks strengthened sustainability. Positioning 

mental health as not merely a wellbeing concern but a 

critical component of organizational resilience and 

operational risk mitigation increased its strategic 

importance and ensured sustained leadership 

engagement. 

Collectively, these sustainability strategies underscore 

the importance of institutionalizing mental health 

initiatives through structures, systems, and cultural 

norms that endure beyond the enthusiasm of initial 

program rollouts. 

 

6.4 Contextual Considerations 

Understanding the broader context in which Zomato's 

mental health initiatives were developed and 

implemented is essential for interpreting their 

outcomes and extracting lessons for other 

organizations. The company’s experiences were 

shaped not only by internal strategic decisions but also 
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by industry-specific pressures, cultural dynamics, and 

its organizational lifecycle stage. These contextual 

factors influenced both the challenges Zomato faced 

and the opportunities it was able to leverage, providing 

important insights for other companies operating 

under similar conditions. 

 

6.4.1 Industry Context 

The food delivery and gig economy industry imposes 

a unique set of pressures that directly impact worker 

mental health. The work is characterized by 

unpredictability, algorithm-mediated task 

assignments, intense customer interaction, and high 

competition among service platforms. These structural 

features introduce specific mental health stressors that 

differ markedly from those found in traditional 

employment settings. Zomato’s mental health strategy 

demonstrates the necessity of addressing these 

industry-specific conditions through targeted 

initiatives. 

The algorithm-driven nature of work allocation can 

create significant psychological strain among delivery 

partners. Automated systems that prioritize efficiency 

often leave workers feeling powerless, monitored, and 

subjected to opaque decision-making processes. 

Recognizing this, Zomato modified its algorithms to 

provide delivery partners with greater scheduling 

flexibility and order acceptance autonomy. This 

intervention illustrates the importance of considering 

technological design itself as a vector for mental health 

improvement in platform-based industries. 

Frequent and often emotionally charged interactions 

with customers represent another industry-specific 

stressor. Delivery partners and customer service staff 

routinely face the demands of emotional labor, which 

can lead to burnout if not adequately supported. 

Zomato’s investment in peer support networks, 

harassment reporting mechanisms, and resilience 

training programs for customer-facing roles addresses 

this challenge directly. Organizations operating in 

service-intensive industries must similarly recognize 

the emotional toll of frontline work and provide 

appropriate psychological resources. 

Operational unpredictability, stemming from 

fluctuating consumer demand, weather conditions, and 

regulatory changes, further compounds stress levels. 

Zomato’s initiatives to provide income stability 

measures and flexible scheduling options help mitigate 

the adverse mental health impacts of this volatility. 

Companies in similarly unpredictable sectors should 

consider how financial and scheduling supports can 

serve as critical components of mental health 

strategies. 

Finally, the intense competition that characterizes the 

food delivery industry fosters a relentless performance 

pressure that, if unmoderated, can erode employee 

wellbeing. Zomato’s emphasis on balancing 

operational efficiency with worker welfare highlights 

the need for deliberate counterbalancing strategies in 

highly competitive markets. Without such measures, 

organizations risk driving short-term productivity at 

the expense of long-term sustainability. 

 

6.4.2 Cultural Context 

Cultural factors in India significantly influenced the 

design, implementation, and reception of Zomato's 

mental health initiatives. Mental health stigma remains 

a powerful barrier to help-seeking behaviour in Indian 

society, with issues of mental wellbeing historically 

surrounded by silence, shame, and misunderstanding. 

Zomato’s experience reflects the critical need to 

engage in sustained anti-stigma efforts when 

implementing mental health programs in cultural 

contexts where mental health remains a taboo subject. 

Awareness campaigns, leadership vulnerability 

modeling, and the use of familiar cultural references 

were all necessary to begin breaking down entrenched 

attitudes. However, progress was gradual, 

emphasizing that changing deeply rooted cultural 

norms requires patience and continuous 

reinforcement. Organizations operating in similar 

cultural environments should anticipate extended 

timelines for cultural change and allocate resources 

accordingly. 

Family-oriented cultural values also played a dual role 

in shaping Zomato’s mental health strategies. On one 

hand, the strong emphasis on family support in Indian 

society provided a natural resilience resource for many 

employees and delivery partners. On the other hand, 

family obligations often added to employees' stress, 

particularly regarding financial pressures, caregiving 

responsibilities, and societal expectations. Zomato’s 

decision to extend mental health services to immediate 

family members reflects an understanding of the 

interconnected nature of personal and professional 

wellbeing in collectivist cultures. Future program 

designers should consider how family systems both 
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influence and can be leveraged within mental health 

strategies. 

The hierarchical traditions common in Indian 

organizational culture also posed challenges to 

fostering psychological safety. Employees accustomed 

to deference to authority figures were initially hesitant 

to voice concerns, provide feedback, or openly discuss 

mental health challenges with supervisors. Zomato’s 

efforts to encourage leadership modeling, peer support 

networks, and anonymous reporting mechanisms 

addressed this issue by creating multiple, culturally 

sensitive avenues for expressing mental health needs. 

Finally, collectivist cultural values emphasizing group 

harmony and mutual support created opportunities for 

building strong community-based approaches to 

mental health. Peer-led programs, group training 

sessions, and team-based recognition initiatives 

resonated particularly well in this cultural context, 

suggesting that collectivist norms can be a strength 

when designing mental health interventions. 

 

6.4.3 Organizational Lifecycle Considerations 

Zomato’s organizational stage at the time of 

implementing its mental health initiatives also shaped 

both opportunities and constraints. As a company 

transitioning from a startup to a publicly listed 

enterprise, Zomato faced a set of pressures that 

influenced its strategic priorities, resource allocation, 

and internal culture. 

Startup environments are often characterized by a 

high-intensity, high-growth culture that can 

inadvertently normalize unhealthy work patterns, such 

as excessive working hours, lack of boundaries 

between personal and professional life, and 

glorification of stress as a badge of commitment. 

Zomato’s early experiences reflect this trend, and the 

subsequent introduction of formal mental health 

initiatives represented a corrective response to the 

recognition that these patterns were unsustainable over 

the long term. 

The process of scaling operations and workforce 

during the transition to a publicly listed company 

introduced complexity into mental health program 

implementation. Programs that might have been 

manageable and impactful in smaller, more cohesive 

teams required significant adaptation to meet the needs 

of a larger, more geographically dispersed, and more 

functionally diverse workforce. Zomato’s success in 

expanding initiatives across varied employee 

segments suggests that phased implementation, 

localized adaptation, and continuous feedback loops 

are critical for scaling mental health programs 

effectively during periods of rapid organizational 

growth. 

Public company status introduced new external 

pressures, including heightened investor scrutiny, 

regulatory compliance expectations, and reputational 

risk management imperatives. These pressures created 

both a threat and an opportunity for mental health 

initiatives. On one hand, financial and operational 

pressures could have incentivized short-termism and 

cost-cutting at the expense of wellbeing programs. On 

the other hand, the increased visibility and stakeholder 

expectations associated with public markets created 

strong incentives to demonstrate commitment to 

employee welfare as part of a broader environmental, 

social, and governance (ESG) strategy. Zomato’s 

choice to highlight mental health initiatives in investor 

communications and sustainability reports reflects the 

strategic integration of wellbeing into corporate 

identity and risk management frameworks. 

Finally, organizational maturity enabled a shift from 

reactive to preventive approaches. In its earlier phases, 

Zomato’s mental health support was primarily crisis-

driven, offering resources to employees already 

experiencing burnout or distress. As organizational 

infrastructure matured and leadership perspectives 

evolved, the company increasingly invested in 

preventive measures, such as resilience training, 

workload design reforms, and culture change 

initiatives. This evolution suggests that organizations 

should not expect to implement comprehensive 

preventive strategies overnight but should view mental 

health programming as a progressive journey aligned 

with broader organizational development. 

Taken together, these contextual considerations 

underscore that mental health initiatives cannot be 

understood or replicated in isolation from the broader 

industry, cultural, and organizational environments in 

which they are embedded. Successful programs must 

be highly sensitive to these contextual dynamics, 

adapting global best practices to local realities, 

organizational readiness levels, and workforce needs. 

Zomato’s experience demonstrates that while the 

challenges are significant, thoughtful, context-aware 

mental health strategies can deliver profound and 

lasting benefits for both employees and organizations. 
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VII. RECOMMENDATIONS 

 

This section provides recommendations based on the 

analysis of Zomato’s mental health initiatives and the 

broader literature on workplace wellbeing. The 

recommendations are intended for organizations that 

are developing or refining mental health programs, as 

well as specific suggestions for how Zomato can 

further strengthen its efforts. Additionally, general 

implications for designing, implementing, and 

evaluating mental health initiatives across industries 

are discussed. 

7.1 Recommendations for Similar Organizations 

Organizations seeking to create effective mental health 

initiatives should take a comprehensive, thoughtful 

approach that aligns wellbeing efforts with business 

priorities and workforce needs. Lessons from the 

Zomato case study suggest that strategic planning, 

careful implementation, and balanced measurement 

are key to creating lasting and meaningful impact. 
 

7.1.1 Strategic Recommendations 

Organizations are encouraged to integrate mental 

health considerations directly into their overall 

strategic planning. Mental health should not exist as a 

separate wellness program operating on the margins. 

Instead, it must be fully embedded in organizational 

strategies around workforce development, operational 

excellence, risk management, and corporate 

responsibility. Aligning mental health initiatives with 

strategic goals ensures they receive adequate 

resources, leadership attention, and ongoing 

reinforcement. 

It is important to recognize the diversity within the 

workforce. A single approach cannot meet the needs of 

different groups, especially in organizations with 

corporate employees, frontline workers, and 

contractors or gig workers. Companies must develop 

customized strategies for each workforce segment. 

Corporate employees may benefit most from workload 

management and psychological safety initiatives, 

while gig workers may need stronger financial security 

measures and basic support services. 

Prevention should be prioritized over treatment. While 

it is crucial to offer access to therapy and crisis support 

for employees in distress, organizations can achieve 

greater long-term benefits by addressing the root 

causes of stress. This includes redesigning work 

processes, improving leadership practices, creating 

healthier work cultures, and ensuring manageable 

workloads. Prevention-focused initiatives help create 

resilient workplaces and reduce the overall burden of 

mental health problems. 

Framing mental health initiatives as enablers of 

business performance rather than purely as employee 

benefits can enhance organizational commitment. 

When leaders and managers understand that 

improving mental health directly supports 

productivity, innovation, retention, and customer 

satisfaction, they are more likely to champion and 

sustain these efforts. 

Finally, organizations should view mental health as 

essential to business continuity planning. Workforce 

mental health impacts operational resilience during 

crises such as pandemics, economic downturns, or 

major organizational changes. Protecting employee 

wellbeing must be seen as a critical aspect of managing 

risks to the business. 
 

7.1.2 Implementation Recommendations 

Successful implementation begins with strong 

leadership commitment. Executive leaders must 

actively model openness around mental health, 

publicly endorse wellbeing programs, and encourage 

managers at all levels to prioritize psychological 

safety. Leadership behavior sets the tone for the entire 

organization and plays a powerful role in overcoming 

stigma and building trust. 

Organizations should start by addressing basic needs 

before introducing more specialized interventions. 

Foundational supports such as financial security 

programs, workload management reforms, harassment 

prevention, and access to health services must be in 

place before moving toward advanced offerings like 

resilience training or digital mental health apps. 

Meeting basic needs first creates the foundation for 

more comprehensive wellbeing strategies. 

Implementation success also depends on having clear 

ownership and accountability. Organizations should 

assign responsibility for mental health initiatives to 

specific teams or leaders rather than distributing it 

informally among existing functions. Dedicated 

wellness leaders or committees can focus on ensuring 

that initiatives are implemented consistently, adapted 

as needed, and evaluated rigorously. 

Internal capacity building is another important 

strategy. Organizations should not rely exclusively on 

external consultants for mental health training and 
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support. Instead, developing in-house mental health 

first aiders, peer supporters, and wellness ambassadors 

creates sustainable support systems rooted in the 

organization's own culture and dynamics. 

While digital platforms offer important opportunities 

to deliver mental health resources at scale, 

organizations must also ensure that human connection 

remains central to their approach. Employees need 

opportunities for real conversations, peer connections, 

and supportive relationships. Programs combining 

digital tools with interpersonal support are more likely 

to be effective and trusted. 
 

7.1.3 Measurement Recommendations 

Organizations should collect baseline data before 

launching mental health initiatives. Without a clear 

starting point, it is difficult to measure progress or 

demonstrate impact. Baseline assessments should 

include a range of indicators covering individual 

wellbeing, team dynamics, and organizational 

outcomes. 

A balanced measurement framework is necessary. 

Organizations should track individual-level indicators 

like psychological safety, burnout risk, and help-

seeking behavior; operational indicators such as 

absenteeism, turnover, and error rates; and broader 

business outcomes like customer satisfaction and 

innovation. Relying solely on one type of data can give 

an incomplete picture. 

Regular, light-touch pulse surveys are recommended 

instead of relying only on long, annual surveys. More 

frequent check-ins allow for quicker detection of 

emerging challenges and more responsive adjustments 

to programs. 

Quantitative measures should be complemented with 

qualitative data. Open-ended survey questions, focus 

groups, and narrative feedback provide rich context for 

understanding the real-world experiences of 

employees and help identify unexpected barriers or 

opportunities for improvement. 

Mental health indicators should be fully integrated into 

existing business dashboards rather than maintained 

separately. This integration ensures that wellbeing data 

is visible to decision-makers and reinforces the 

message that mental health is a critical component of 

business performance. 

 

 

 

7.2 Recommendations for Zomato 

While Zomato has made impressive progress in 

building a strong and thoughtful mental health 

strategy, there are several areas where further 

enhancements could strengthen the reach, impact, and 

sustainability of its initiatives. These 

recommendations are designed to help Zomato 

continue leading by example in workplace wellbeing 

while addressing some of the limitations identified 

through the analysis. 

7.2.1 Program Enhancement Opportunities 

One important recommendation is for Zomato to 

improve the equity of mental health support across its 

diverse workforce. At present, corporate employees 

have broader and more accessible mental health 

services compared to delivery partners. Although this 

is a common challenge in companies managing both 

full-time and gig workers, Zomato has an opportunity 

to lead by creating more inclusive programs. 

Expanded financial wellbeing initiatives, improved 

access to mental health resources, and tailored peer 

support programs specifically designed for delivery 

partners could help bridge this gap. Ensuring that all 

workforce segments, regardless of employment status, 

have access to meaningful mental health support 

would further strengthen Zomato’s commitment to 

fairness and sustainability. 

Another opportunity lies in strengthening preventive 

approaches that target the root causes of mental health 

challenges. While Zomato has built a solid foundation 

of clinical and reactive services, more emphasis could 

be placed on interventions that reshape work design, 

scheduling flexibility, job demands, and expectations. 

Proactively addressing work environment stressors, 

rather than waiting until employees or partners 

experience distress, would enhance long-term 

wellbeing and resilience across the workforce. 

Expanding peer support networks, particularly for 

delivery partners, could offer an effective and 

culturally appropriate way to increase mental health 

support. Many workers, especially those from 

backgrounds where professional therapy carries 

stigma, may feel more comfortable seeking help from 

trained peers. Developing formal peer support 

structures would extend the reach of mental health 

programs, foster community, and encourage early 

help-seeking behaviours. 

Zomato could also benefit from integrating mental 

health considerations more systematically into 
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technology and platform development. Given that 

many delivery partners' daily experiences are shaped 

by algorithms and app interfaces, ensuring that 

technology does not inadvertently create unnecessary 

stress is critical. Wellbeing impact assessments could 

be included as a standard part of product and platform 

development, ensuring that new features promote both 

efficiency and psychological health. 

Collaborating with other companies in the food 

delivery and gig economy sectors could also provide 

important leverage. Sector-wide partnerships to 

establish minimum mental health standards, share best 

practices, and advocate for policy changes could create 

a more supportive environment for all platform 

workers. As an industry leader, Zomato is well 

positioned to help drive these broader collective 

efforts. 

 

7.2.2 Implementation Enhancement Opportunities 

Enhancing middle management capability is an 

important area for future improvement. While senior 

leadership at Zomato has shown strong commitment to 

mental health, implementation at the team level 

sometimes varies depending on individual manager 

attitudes and skills. Expanding training programs for 

middle managers to include mental health awareness, 

supportive leadership practices, and basic mental 

health first aid could help ensure more consistent and 

effective support for employees and delivery partners 

across all locations. 

Addressing utilization barriers is another critical step. 

Despite progress, certain groups—such as male 

employees, workers in certain regions, and some 

delivery partners—continue to show lower 

engagement with mental health programs. Targeted 

outreach campaigns that address stigma, build trust, 

and clearly communicate the relevance and 

accessibility of services could help close these gaps. 

Using trusted community leaders, peer ambassadors, 

or culturally adapted messaging may be particularly 

effective strategies. 

Linking mental health programs more closely to career 

development pathways offers another way to enhance 

program appeal and impact. Employees who see a 

clear connection between personal wellbeing and 

professional growth may be more motivated to engage 

with available resources. Zomato could explore 

integrating mental health support into leadership 

development programs, performance reviews, and 

promotion processes to reinforce the message that 

wellbeing is part of sustainable career success. 

Improving language accessibility remains important, 

particularly for delivery partners working in regions 

where English proficiency is low. Expanding the 

availability of multilingual materials, using simple and 

culturally relevant language, and offering verbal 

communication options could make mental health 

resources more inclusive and effective across diverse 

demographic groups. 

Developing more sophisticated digital interventions 

also offers a promising avenue for growth. By using 

platform data responsibly, Zomato could identify 

behavioral indicators of stress or disengagement and 

offer proactive, voluntary outreach to at-risk 

individuals. Of course, such systems would need to 

prioritize user privacy, transparency, and consent to 

maintain trust and ethical standards. 

 

7.2.3 Measurement Enhancement Opportunities 

Zomato has made progress in evaluating its mental 

health programs, but there are opportunities to further 

strengthen its measurement systems. One 

recommendation is to develop more sophisticated 

attribution methodologies that better isolate the impact 

of mental health initiatives from other organizational 

changes. Experimental designs, control groups, or 

phased rollouts could offer more robust evidence of 

causal effects. 

Implementing longitudinal tracking systems that 

follow employees and delivery partners over time 

would also enhance understanding of program 

impacts. While short-term utilization data is useful, 

longer-term monitoring would help Zomato assess 

whether mental health improvements are sustained and 

how they influence career progression, retention, and 

customer service outcomes. 

Expanding the measurement framework for delivery 

partners is another important step. Currently, much of 

the focus is on operational metrics such as retention 

rates and delivery times. Including wellbeing-specific 

indicators such as stress levels, life satisfaction, or 

perceived organizational support would provide a 

fuller picture of program effectiveness for this 

important workforce segment. 

Integrating financial impact assessments into regular 

mental health reporting could further strengthen 

business case arguments for continued investment. 

Estimating cost savings from reduced turnover, higher 
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productivity, and stronger customer loyalty would help 

reinforce the strategic value of mental health programs 

to investors, executives, and other stakeholders. 

Finally, benchmarking mental health practices not 

only against food delivery competitors but across 

leading companies in various sectors would provide 

additional insights for continuous improvement. 

Learning from organizations with mature, innovative 

mental health strategies could inspire new ideas and 

strengthen Zomato’s position as a global leader in 

workplace wellbeing. 

 

7.3 Implications for Mental Health Initiative 

Development 

The findings from Zomato’s case study, combined 

with insights from broader research, offer important 

lessons for the development of mental health 

initiatives in organizations across different sectors. 

Organizations must approach mental health not as a 

static program but as an evolving, strategic process 

that adapts to changing workforce needs, industry 

dynamics, and social contexts. Several key 

implications emerge regarding the design, 

implementation, and evaluation of mental health 

programs. 

 

7.3.1 Design Implications 

One of the most important implications is the need to 

balance universality with customization. While some 

elements of mental health support—such as ensuring 

access to basic counseling services—should be 

universal across all workforce segments, other 

elements must be customized to address the unique 

needs, cultures, and working conditions of different 

groups. For example, frontline workers may require 

more focus on financial stability and safety, while 

knowledge workers may prioritize workload 

management and emotional resilience. Effective 

program design combines consistent foundational 

principles with flexible, segment-specific adaptations. 

Another important design implication is to consider 

mental health support across the entire employee 

lifecycle. Mental health should not be addressed only 

after employee’s experience difficulties. Instead, 

organizations should build support structures into 

every phase of employment, starting from recruitment 

and onboarding, extending through career 

development, and continuing through transitions such 

as promotions, role changes, or retirement planning. 

Special attention should be given to transition points, 

as these often create heightened vulnerability to stress 

and uncertainty. 

Scalability should be built into program designs from 

the outset. Mental health initiatives that work well for 

a small pilot group may not automatically succeed 

when expanded across a larger, more diverse 

organization. Programs must be designed with clear 

expansion pathways, including plans for adapting 

materials, communication strategies, and support 

structures as scale increases. Thinking ahead about 

scalability ensures that successful programs can grow 

alongside the organization. 

It is also crucial to balance individual-focused 

interventions with organizational-level changes. 

While offering therapy sessions, mindfulness 

workshops, and stress management training is 

important, organizations must also address systemic 

issues such as unrealistic work expectations, toxic 

leadership behaviours, or inequitable workload 

distribution. Addressing only individual coping 

mechanisms without fixing organizational causes of 

stress risks placing the burden of change unfairly on 

employees. 

Finally, organizations must balance the desire for 

quick wins with the need for sustainable impact. Short-

term initiatives that create immediate visibility—such 

as mental health days or awareness campaigns—are 

valuable for momentum building. However, lasting 

change requires deeper investments in leadership 

development, culture change, and system redesign. 

Successful mental health strategies combine initiatives 

that offer early results with structural reforms that 

deliver enduring benefits. 

 

7.3.2 Implementation Implications 

Organizations must recognize that implementing 

mental health initiatives is not a one-time event but an 

ongoing process requiring constant attention, 

adaptation, and reinforcement. Mental health needs 

evolve over time, influenced by changes in the 

workforce, industry, economy, and society. Programs 

must be periodically reassessed and updated to remain 

relevant and effective. 

A second key implication is the need to balance 

clinical expertise with operational knowledge. 

Successful mental health initiatives require 

collaboration between mental health professionals, 

who bring specialized knowledge, and internal 
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organizational leaders, who understand the realities of 

work processes, team dynamics, and operational 

pressures. Programs designed solely by external 

experts may miss critical practical challenges, while 

initiatives driven only by internal managers may lack 

necessary psychological grounding. Blended 

approaches tend to achieve the best results. 

Attention must be paid to both formal organizational 

systems and informal cultural patterns. Formal 

systems include written policies, training programs, 

and official communications. However, informal 

systems such as workplace gossip, unwritten norms, 

and leadership behaviour often have even greater 

influence on how mental health initiatives are 

perceived and utilized. Organizations must work to 

align formal and informal systems so that everyday 

experiences reinforce the values expressed in official 

programs. 

Preparation for resistance is another important 

implementation consideration. Mental health 

initiatives often encounter resistance from various 

sources, including financial gatekeepers questioning 

program costs, cultural resistance rooted in stigma or 

discomfort, and operational leaders concerned about 

potential disruption to performance targets. 

Anticipating these concerns, addressing them 

proactively through evidence and dialogue, and 

securing early champions can increase the likelihood 

of successful adoption. 

Finally, organizations must focus on creating 

psychological safety before expecting widespread 

utilization of mental health resources. Employees will 

not engage fully with wellbeing initiatives unless they 

trust that they can do so without fear of judgment, 

career disadvantage, or confidentiality breaches. 

Building psychological safety requires consistent 

leadership behaviour, clear communication, and 

demonstrated respect for privacy. 

 

7.3.3 Evaluation Implications 

Effective evaluation of mental health initiatives 

requires a nuanced and comprehensive approach. 

Organizations must recognize that different types of 

interventions demonstrate impacts over different 

timeframes. Crisis support services may show 

immediate effects on employee distress levels, while 

preventive strategies like culture change or leadership 

development may require several years to produce 

observable benefits. Evaluators must adjust their 

expectations and timelines accordingly. 

Balancing standardized measurement with context-

specific indicators is another important implication. 

While some metrics, such as absenteeism rates or 

engagement scores, allow for comparison across 

organizations, others must be tailored to reflect 

specific organizational goals, workforce 

characteristics, or cultural conditions. A mixed 

measurement approach ensures both external 

benchmarking and internal relevance. 

Organizations should also pay attention to unintended 

consequences when evaluating mental health 

programs. Even well-intentioned initiatives can 

sometimes produce negative effects, such as 

reinforcing stigma (if participation is perceived as 

signaling weakness) or creating privacy concerns (if 

data is collected without clear protections). Evaluation 

frameworks should include mechanisms for detecting 

and addressing unintended consequences to ensure 

programs do no harm. 

Evaluation efforts must assess not only outcomes but 

also implementation quality. Poorly implemented 

programs may fail to produce positive outcomes even 

if the program design is sound. Tracking process 

indicators such as participation rates, program 

completion rates, manager engagement, and 

communication effectiveness helps diagnose where 

problems may lie and guides improvement efforts. 

Finally, evaluation should balance scientific rigor with 

practical utility. While rigorous study designs, such as 

randomized controlled trials, offer strong evidence, 

they may not always be feasible or necessary. 

Organizations should focus on gathering data that 

provides actionable insights to support ongoing 

learning, adjustment, and program strengthening. 

 

VIII. CONCLUSION 

 

8.1 Summary of Key Findings 

This case study of Zomato's mental health initiatives 

reveals several significant patterns regarding the 

relationship between mental health support and 

employee performance: 

First, comprehensive mental health approaches appear 

to yield measurable performance benefits across 

multiple dimensions, including productivity, retention, 

innovation, and service quality. While precise 

attribution remains challenging, multiple indicators 
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suggest positive return on investment through both 

direct productivity gains and indirect benefits like 

enhanced reputation and talent attraction. 

Second, program effectiveness varies significantly by 

workforce segment, intervention type, and 

implementation quality. Corporate employees show 

stronger documented benefits than delivery partners, 

preventive approaches demonstrate more sustainable 

impact than reactive measures, and departments with 

actively engaged leaders report substantially higher 

utilization and outcomes. 

Third, mental health initiative implementation faces 

several consistent challenges, including cultural 

stigma, measurement limitations, resource constraints, 

and sustainability concerns. Organizations 

successfully addressing these challenges demonstrate 

common characteristics: visible leadership 

commitment, integrated measurement systems, 

dedicated implementation resources, and alignment 

with broader organizational objectives. 

Fourth, contextual factors significantly influence 

outcomes, with industry characteristics, cultural 

environments, and organizational lifecycle stages 

shaping both mental health needs and effective 

intervention approaches. This highlights the 

importance of contextual adaptation rather than simply 

adopting standardized programs. 

Finally, mental health initiatives appear particularly 

valuable during organizational transitions and 

challenging market conditions, suggesting such 

programs may function as organizational resilience 

mechanisms beyond individual wellbeing benefits. 

 

8.2 Theoretical Contributions 

This research makes several contributions to 

theoretical understanding of workplace mental health 

initiatives and their relationship to performance: 

The findings support and extend the Job Demands-

Resources model by illustrating how mental health 

initiatives function as job resources moderating 

demanding conditions in technology-platform 

workplaces. The varying impact across workforce 

segments reinforces Conservation of Resources 

theory, demonstrating how resource-building 

initiatives yield strongest effects when addressing 

specific resource deficits. 

The research extends understanding of mental health 

initiative implementation in cultural contexts where 

stigma remains significant, highlighting adaptation 

strategies for emerging market environments. It also 

contributes to emerging literature on mental health in 

platform-mediated work, illustrating how 

technological design decisions function as mental 

health interventions in algorithm-managed 

workforces. 

Additionally, the case study supports theoretical 

connections between psychological safety and 

innovation, providing real-world illustration of how 

mental health initiatives may enhance creative 

capabilities through psychological mechanisms 

described in broaden-and-build theory. 

 

8.3 Practical Implications 

For organizational leaders, this research offers several 

practical implications: 

Mental health initiatives represent potentially high-

return investments improving multiple performance 

dimensions while addressing rising workforce 

expectations for wellbeing support. Effective 

approaches integrate wellbeing considerations into 

core business processes rather than treating them as 

separate wellness programs. 

Implementation success requires visible leadership 

commitment, dedicated resources, and measurement 

systems connecting mental health indicators to 

business outcomes. Organizations should expect 

varying effectiveness across workforce segments, 

necessitating targeted approaches for different worker 

categories. 

Mental health initiative development should follow a 

maturity pathway, beginning with fundamental 

supports addressing basic needs before introducing 

more sophisticated psychological interventions. 

Sustainability requires policy formalization, 

designated accountability, and demonstrated business 

impact justifying ongoing investment. 

For the food delivery sector specifically, the findings 

highlight the importance of addressing platform design 

elements affecting mental health, particularly 

algorithm-related stressors influencing delivery 

partner wellbeing. The research also emphasizes 

financial security as a fundamental mental health 

concern for gig workers, suggesting wellbeing 

strategies should prioritize economic stability 

alongside psychological support. 
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8.4 Limitations and Future Research Directions 

This study has several important limitations 

suggesting directions for future research: 

The reliance on publicly available information limits 

insight into proprietary performance data and 

implementation details. Future research with direct 

organizational access could provide more definitive 

evidence regarding specific initiative impacts. 

The case study methodology offers depth but limited 

generalizability. Comparative studies examining 

multiple organizations would better identify which 

patterns represent industry trends versus company-

specific experiences. 

While the research identifies correlations between 

mental health initiatives and performance indicators, 

establishing causal relationships remains challenging. 

Longitudinal studies with control group comparisons 

would strengthen causal evidence. 

The focus on a single cultural context (primarily India) 

limits understanding of how similar initiatives might 

function in different environments. Cross-cultural 

comparisons would illuminate which elements transfer 

effectively across contexts. 

Additionally, several specific questions warrant 

further investigation: 

1. How do mental health initiative impacts differ 

between employee and gig worker populations, 

and what approaches most effectively support 

those in non-traditional employment 

relationships? 

2. Which mental health interventions show strongest 

impact during specific organizational transitions 

like rapid growth, public offerings, or market 

downturns? 

3. How can digital platforms be designed to enhance 

rather than undermine worker mental health, 

particularly for algorithm-managed workforces? 

4. What measurement approaches most effectively 

balance privacy protection with meaningful 

impact assessment for mental health initiatives? 

5. How do cultural factors influence help-seeking 

behavior and program utilization in contexts 

where mental health stigma remains significant? 

 

 

 

8.5 Concluding Thoughts 

This examination of Zomato's mental health initiatives 

demonstrates the potential for workplace mental health 

support to enhance multiple performance dimensions 

while improving worker wellbeing. The case 

illustrates how mental health considerations can be 

integrated into organizational strategy rather than 

functioning merely as employee benefits or corporate 

social responsibility efforts. 

As workforce expectations evolve and competitive 

pressures intensify, organizations face both ethical and 

business imperatives to address mental health 

effectively. This case study suggests organizations 

treating mental health as a strategic priority rather than 

peripheral concern may gain significant advantages in 

talent attraction, workforce resilience, and sustainable 

performance. 

While implementation challenges remain substantial, 

Zomato's experience provides encouraging evidence 

that thoughtfully designed mental health initiatives can 

yield meaningful benefits for both individuals and 

organizations. As mental health awareness continues 

growing globally, organizations developing effective 

approaches may find themselves better positioned for 

sustainable success in increasingly dynamic 

environments. 

The connections between mental health support and 

employee performance revealed in this case study 

suggest the traditional dichotomy between wellbeing 

and productivity represents a false choice. 

Organizations that effectively support mental health 

may simultaneously enhance performance, creating 

positive cycles benefiting all stakeholders. 

 

IX. APPENDICES 

 

Appendix A: Zomato Mental Health and Well-being 

Initiatives 

The following table summarizes key mental health and 

well-being initiatives implemented by Zomato for both 

corporate employees and delivery partners. These 

programs range from on-site wellness facilities and 

counseling for employees to support frameworks and 

infrastructure projects for delivery partners, reflecting 

Zomato’s multi-faceted approach to workplace well-

being. 
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Initiative Target Group Description 

In-house Mental 

Health Team 

Corporate 

employees 

Dedicated team of psychologists and counselors offering confidential support and 

guidance to employees, providing a safe space for open discussions. 

Chief Fitness Officer 

& Wellness Team 

Corporate 

employees 

Senior wellness leadership role supported by an in-house team of trainers, 

nutritionists, and wellbeing counsellors to promote healthy lifestyles among staff. 

On-site Wellness 

Facility (HQ 

Gurgaon) 

Corporate 

employees 

Partnership with Wellness Co. to provide advanced therapies (e.g. cryotherapy, 

hyperbaric oxygen) on campus; also includes a large company gym for physical 

health. 

Flexible Leave 

Policies 

Corporate 

employees 

Supportive leave policies such as paid period leaves and gender-neutral parental 

leave (6+ months), aimed at reducing stress related to health and family needs. 

Shelter Project (Rest 

Points) 

Delivery 

partners 

Public rest points equipped with water, restrooms, charging stations, internet, 

helpdesk and first-aid; designed to let delivery partners pause and recharge during 

shifts, improving both physical and mental health. 

Comprehensive Well-

being Framework 

Delivery 

partners 

A holistic framework covering five domains (financial, social, physical, mental, 

professional); encompasses various supports such as payouts, safety, training, and 

respect. 

Emergency 

Ambulance Service 

Delivery 

partners 

Dedicated ambulance support for delivery partners in medical emergencies, 

addressing safety and reducing health-related anxiety on the job 

Real-time Weather 

Alerts 

Delivery 

partners 

System sending weather warnings (e.g. heavy rain, heat) to partners so they can 

delay or avoid rides in dangerous conditions, reducing stress and risk. 

Tax-filing Assistance 
Delivery 

partners 

Facilitation of income tax filing and financial literacy for partners, lowering 

financial stress by helping them comply with tax obligations. 

EV Rental Program 
Delivery 

partners 

Partnership for affordable electric vehicle rental, easing delivery costs and reducing 

physical strain associated with vehicle maintenance. 

Health and Maternity 

Benefits 

Delivery 

partners 

Provision of maternity leave and basic health insurance for partners, extending 

welfare and reducing anxiety about health and family needs. 

 

 
 

Figure A1. Zomato’s Delivery Partner Well-being 

Framework, highlighting five domains of partner 

support including mental well-being. This framework 

underpins the initiatives listed above (e.g. the Shelter 

Project and emergency services address 

physical/social well-being, while tax help and skills 

training address financial and professional support). 

The holistic design illustrates how Zomato attempts to 

alleviate various stressors faced by partners and 

employees alike. 

Appendix B: Psychological Theories Referenced 

• Job Demands–Resources (JD-R) Model: An 

occupational stress model stating that strain and 

burnout result from an imbalance between job 

demands and job resources. “Job demands” (e.g. 

workload, emotional pressures) tax the individual, 

while “job resources” (e.g. support, autonomy) 

help cope. According to JD-R, adequate resources 

can buffer the effect of high demands, promoting 

engagement and performance. 

• Conservation of Resources (COR) Theory: A 

stress theory (Hobfoll, 1989) positing that people 

strive to acquire, maintain, and protect valued 

resources (objects, conditions, personal 

characteristics). Psychological stress occurs when 

resources are threatened, actually lost, or fail to 

increase despite effort. In other words, resource 

loss (or the threat thereof) drives stress, whereas 

resource gains can mitigate stress. 

• Broaden-and-Build Theory: A positive 

psychology model (Fredrickson, 1998) 

suggesting that positive emotions broaden 

individuals’ momentary thought-action 
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repertoires, encouraging novel and explorative 

behaviors. Over time, this broadened perspective 

“builds” durable personal resources (e.g. 

resilience, social support). In contrast to narrow, 

survival-focused responses to negative emotions, 

positive emotions expand awareness and coping 

skills, ultimately enhancing long-term well-being 

Each theory provides a lens for interpreting how 

Zomato’s initiatives (as detailed above) might 

influence employee stress and performance. 

 

Appendix C: Additional Figures and Tables 

Table C1. Example Employee Performance Metrics 

(illustrative) 

Metric Description 

Timeliness 
Percentage of tasks/orders completed 

on schedule 

Quality of 

Work 

Supervisor or customer rating of work 

accuracy/quality 

Productivity 
Output volume (e.g. deliveries per 

hour, tasks completed) 

Customer 

Satisfaction 

Average customer feedback score (for 

delivery partners) 

Attendance/A

bsenteeism 

Proportion of scheduled workdays 

attended by employee 

Peer 

Collaboration 

Average peer-review or 360° feedback 

score on teamwork 

Job 

Engagement 

Survey-based index of employee 

engagement or motivation 

Table C1 lists illustrative metrics that Zomato or 

similar organizations might use to quantify employee 

and delivery partner performance. These metrics 

could be correlated with well-being indicators in the 

main study. 
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