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Brain capital is the value generated by optimizing brain 
health and brain skills

Source: 1. Mental health is a state of mental well-being that enables people to cope with the stresses of life, realize their abilities, learn well and work well, and contribute to their 

community (WHO)  2. Substance use refers to the use of selected substances (e.g., alcohol, tobacco, illicit drugs) that are absorbed into the body with possible dependence and 

other detrimental effects (CDC) 3. Neurological health is the health of the central and peripheral nervous system (WHO)  4. Eyre, H., et al (2023)

Brain capital
Brain Skills4Brain Health

Cognitive skills 

Non-cognitive or “soft” 
skills

Mental health1

Substance use2

Neurological 
health3

https://www.who.int/news-room/fact-sheets/detail/mental-health-strengthening-our-response
https://www.cdc.gov/nchs/hus/sources-definitions/substance-use.htm
https://www.who.int/news-room/questions-and-answers/item/mental-health-neurological-disorders
https://www.brookings.edu/wp-content/uploads/2023/09/20230926_BrainCapitalDashboard_WP.pdf
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Investing in brain capital is made increasingly 
important by evolving global trends

Source: 1.    United Nations /  2.    Patel et al (2018) /  3.    WEF /   4.    WHO

39%

Changing nature of work 

of core jobs skills are 

expected to change by 20303

50%

Increasing understanding of 
early brain development 

uptake of WHO’s evidence-

based standards for early 

childhood development since 

20184

28%

Aging population 

increase in the 

share of the global 

population aged 

65+ by 20301

$11T

Increasing burden of 
brain disorders

increase in the 

annual global cost 

of brain disorders 

by 20302

Not Exhaustive

https://www.un.org/development/desa/dspd/wp-content/uploads/sites/22/2017/08/Ageing-Older-Persons-and-2030-Agenda_Issues-Brief-low-resolution-.pdf
https://www.thelancet.com/commissions/global-mental-health
https://www.weforum.org/publications/the-future-of-jobs-report-2025/digest/
https://www.who.int/news/item/29-06-2023-new-report-calls-for-greater-attention-to-children-s-vital-first-years
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Source: 1. Cleveland Clinic 2.   National Center for Education Statistics 3.   American Addiction Centers 4.   NAMI 5.   Manly, Jones, & Langa (2022)  6.   Guardian Life

14%
new parents may 

experience 

postnatal 

depression1

Perinatal

1 in 2 
children ages 3 to 

4 do not attend 

preschool2

Childhood 

(0-13)

1 in 7 
young people 

experiences a 

substance use 

disorder3

Adolescence 

(14-24)

52% 
employees report 

having felt 

symptoms of 

burnout in the 

past year4

Adulthood

(25-64)

1 in 3 
older adults has dementia 

or mild cognitive 

impairment5

and 

up to 22% of working 

adults are providing care for 

a parent6

Older adulthood

(65+)

Brain health is an essential driver of brain capital 
affected by multiple factors across the life course

Not Exhaustive

https://my.clevelandclinic.org/health/diseases/9312-postpartum-depression
https://nces.ed.gov/programs/coe/indicator/cfa/enrollment-of-young-children
https://americanaddictioncenters.org/rehab-guide/addiction-statistics-demographics/young-adults
https://www.nami.org/support-education/publications-reports/survey-reports/the-2024-nami-workplace-mental-health-poll
https://jamanetwork.com/journals/jamaneurology/fullarticle/2797274
https://www.guardianlife.com/reports/caregiving-in-America
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Wellbeing 100 Nasdaq Composite Russell 3000 S&P 500

Companies scoring high 

on well-being 

outperform major 

stock market indices 

year-on-year

They also have higher 

valuations, higher 

profits and higher 

returns on assets 

Jan 1, 2021

Source: De Neve, Kaats & Ward (July 2024), and Indeed. Top 100 lists based on work wellbeing score, rebalanced annually - results are replicated by Blackrock. 

https://wellbeing.hmc.ox.ac.uk/wp-content/uploads/2023/11/2304-WP-Workplace-Wellbeing-and-Firm-Performance-DOI-2024.pdf

Jul 1, 2021 Jan 1, 2022 Jul 1, 2022 Jan 1, 2023 Jul 1, 2023 Jan 1, 2024 Jul 1, 2024

Highest well-being workplaces and stock performance

Companies with better well-being scores 
outperform the general stock market indices 
and have higher valuations and profits
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There are significant financial returns from investing in brain 
capital
Imagine the economic “tax” on Brain Co., a 10,000-employee company, that does not invest in its brain capital

Source: NORC, CDC, NIMH, Brookings, National Center for Education, Bureau of Labor Statistics, Gallup, KFF

Untreated depression

could result in $2.2M 
in annual productivity 

losses
Limited access to early 

education puts 38% of 

the future workforce at 

increased risk of lacking 

essential skills to succeed 

in the knowledge economy

Untreated substance use 

disorders could result in an 

annual cost of $7.3M, 

due to increased 

healthcare, turnover and 

replacement costs

Employee burnout 

could cost $11.2M 
annually due to 

increased turnover and 

productivity losses

Employees with 

eldercare 

responsibilities could 

result in $1.5M of 

additional annual 

healthcare costs alone
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Sources: 1. Ginger survey of US employees (2019), 2. Mind Share Partners report based on survey from 1,600 employees across industries (2023) 3. Mercer research 

study “The surprisingly strong connection between well-being and turnover” 7

Employer support for 
brain health and wellness 
is critical to a sustainable 
human capital strategy

11 p.p. difference in turnover between companies 

which foster a “culture of health” and those that do not3

85% of employees said benefits related to behavioral 

health were important when evaluating a new job1

91% of employees believe that their employers should 

care about their emotional health1

50% of employees feel that their workplace does not 

sufficiently support their mental health2

39% of employees say their overall work productivity 

was impacted by their mental well-being2
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Employers have an 
opportunity to 
improve employee 
brain health and 
build a resilient, 
productive 
workforce through 

the 90-90-90 
framework

90%

of employees and 

their dependents 

are screened for 

brain health 

conditions

of employees and 

their dependents 

receive the 

evidence-based 

treatment and 

supports they need

of employees 

treated are able to 

manage their 

symptoms and 

achieve recovery, 

working at peak 

performance

90% 90%
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To support 90-90-90 efforts , large employers can develop a 
best-in-class brain health strategy

Insights from the One Mind Mental Health at Work Index highlight several key components 

of a leading 90-90-90 brain health strategy

1 2 3 4
A brain-health 

forward culture 

supported by training, 

communications, and 

engagement

Bold strategic 

initiatives that 

include direct 

workforce needs, 

core business 

functions, and 

engagement with the 

broader community 

through advocacy or 

philanthropic efforts

Expanded brain 

health resources 

and benefits that 

ensure adequate 

access to screening 

and evidence-based 

treatment

Policies and 

infrastructure (e.g., 

employment 

practices, design and 

environment) that 

support holistic 

wellness

Source: One Mind Mental Health at Work Index Categories

5
Measurement, 

monitoring, and 

reporting on key 

metrics across 90-90-

90 dimensions
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There are eight potential key stakeholders at large employers 
responsible for core actions to meet the 90-90-90 aspiration

Focus for tactical guide

• Work with CHRO to implement brain health 
initiatives (e.g., company-wide Brain 

Health day)

• Integrate brain health risks and 
opportunities into strategic decision 

making

Chief Operating Officer Chief Financial Officer

• Work with CHRO to align on financing and ROI for 
brain health initiatives (e.g., benefits)

• Assess systemic risks based on brain health trends

• Assess investment opportunities based on brain 
health trends

Chief Technology Officer

• Work with CHRO to implement brain health initiatives 
requiring tech (e.g., pulse survey app)

• Align technology approaches with brain health 

priorities
• Promote technology development by others that 

advances brain health

Chief Compliance Officer

• Align policy priorities with brain health 
• Align CSR with brain health

• Reinforce collective brain health 

commitments with public 
communications

Chief Human Resources 
Officer

• Drive development and 
operationalize brain health 

initiatives throughout 

organization in conjunction 
with other C-suite 

stakeholders

Chief Product Officer

• Align product considerations 
with promoting brain health 

among customers and 

communities

Board of Directors 
• Set top-down culture by championing brain health in the organization while minimizing systemic risks
• Promote brain health priorities among corporate and other sectors

Chief Executive 
Officer

• Set top-down culture by championing brain health in the organization while minimizing systemic risks
• Promote brain health priorities among corporate and other sectors

• Mobilize organization leadership to advance brain health initiatives

Source: Expert Interviews
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Extensive research has yielded 6 core responsibilities of successful 
CEOs

7.8k 1k+
CEOs served

on Excellence 

across  4 

stages of CEO 

tenure

CEOs in 

research 

database

Personal insights from 19
Fortune 500 CEOs

Research including…

Composition

Teamwork

Operating Rhythm

Vision

Strategy

Resource Allocation

Relationships

Capabilities

Meetings

Culture

Organization Design

Talent

Align the 

Organization

Set the 

Direction

Connect with 

Stakeholders

Manage Personal 

Effectiveness

Engage the 

Board

Mobilize 

through 

Leaders

Core CEO 

Responsibilities

Time and Energy

Leadership Model

Perspective

Social Purpose

Interaction

Moments of Truth

…resulted in the CEO Excellence framework

Source: McKinsey CEO Excellence
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CEOs can support the implementation of a 90-90-90 brain health 
strategy through tactical actions across 5 core responsibility areas
Tactical actions

Supports 90-90-90 framework # Deep dive follows

Align the 

Organization
Core CEO 

Responsibilities

Set the 

Direction

Mobilize 

through 

Leaders

Engage the 

Board

Manage 

Personal 

Effectiveness

Connect with 

Stakeholders

Resource 
allocation

Shift financial and accounting 
practices towards brain health as 

investment rather than cost

Invest in brain health resources and 

benefits to ensure access to quality 
screening and evidence-based 

treatment

Strategy Integrate brain health as part of core 
organization strategy and elevate 

relevant leaders for involvement

Expand initiative focus outside of 

direct workforce needs to community 
engagement and core business 

functions (e.g., product, public 

affairs)

Culture Role model brain health as a cultural 
priority for the organization 

Champion internal policies that 

support accessibility to treatment

and well-being (e.g., workload 
management, increased flexibility)

Talent Support training and education to 
increase brain health literacy

Relation-
ships

Promote the importance and benefit 
of a 90-90-90 brain health strategy to 

board members and engage the 

board regarding strategic brain 
health investments 

Advocate for policies that promote 

brain health among the future 

workforce and other stakeholders

Capabil-
ities

Leverage board expertise in the 
development of the organization’s 

brain health strategy

Interaction Collaborate with external 
stakeholders (e.g., through 

advocacy, collective leadership) to 

influence systems level 
improvements contributing to 

national brain health (e.g., achieving 

parity)

Social 
purpose

Promote brain health strategy 
externally, highlighting workforce and 

ESG impact

Team-
work 

Embed brain health objectives into 
executive metrics across verticals to 

promote accountability

Operating 
rhythm

Prioritize key brain health metrics to 
inform strategic adjustments

1

2

3

3

4

Source: McKinsey CEO Excellence, Expert Interviews
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Source 1. Bayer 2. WEF and MHI, 2025 “Thriving Workplaces: How Employers can Improve Productivity and Change Lives” 3. ACHS

Childhood 

(0-13)Perinatal

Adolescence 

(14-24)

Adulthood

(25-64)

Older adulthood

(65+)

Employers can impact brain health across the entire 
life course

The Chilean Safety 

Association (ACHS) has 

extended access to mental 

health care for individuals 

in the communities served 

to create healthier 

communities, families, and 

workers, improving culture 

and productivity.3

Sportswear company On implemented an employee health 

intervention that gave employees access to a self-care library, 12 

coaching sessions, and internal well-being workshops. The 

intervention has gained the company $2.9 million annually 

(11.6xROI), stemming from a 5 percent reduction in presenteeism-

related productivity loss, 30 percent reduction in voluntary attrition, 

and a $0.5 million reduction in HR costs.2

Experian developed an advanced analytics platform enabling 

tailored approaches to employee health and well-being support that 

reduced global attrition by 4% and saved $14M over 2 years.2

Bayer partnered with Vitamin Angels 

to help 4 million pregnant women and 

their babies gain access to 

micronutrient supplements each year. 

Company leaders stated that “India is 

a priority for our global Nutrient Gap 

Initiative due to the high prevalence of 

micronutrient deficiencies, that 

significantly impacts overall economic 

productivity.1

1

Not Exhaustive

https://www.bayer.in/en/bayer-takes-on-micronutrient-deficiencies-in-rural-and-peri-urban-communities-in-india-through
https://reports.weforum.org/docs/WEF_Thriving_Workplaces_How_Employers_can_Improve_Productivity_and_Change_Lives_2025.pdf
https://www.mckinsey.com/mhi/our-ecosystem/achs
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Case example: YouTube supports community brain health through 
core product offering

ApproachContext

YouTube observed increasing concerns around the mental health 

of creators and viewers as screen time and content consumption 

soared due to the COVID-19 pandemic.

• A significant share of Gen Z reported anxiety linked to social 

media use

• Content creators faced burnout, stress, and harassment, 

threatening the platform’s sustainability

• YouTube sought to take a more proactive role in addressing 

well-being through its platform

YouTube launched a series of features and partnerships to 

embed mental health into the platform experience:

• Integrated mental health resource panels and crisis hotlines 

under relevant video searches (e.g., “anxiety,” “burnout”)

• Partnered with mental health organizations (e.g., Crisis Text 

Line, NAMI) to deliver expert-backed content and real-time 

support

• Created Creator Safety Center and "mental health playlists" 

to help creators manage stress, build resilience, and access 

peer stories

Impact

of users said these 

resources made them feel 

more supported on the 

platform

70% 100M+ viewers exposed to YouTube’s wellness resources in 

the first year, followed by additional expansion for creator care programs

 50% drop in flagged harmful content under mental health-related search terms 

after new features were introduced

 62% of creators felt more supported by the platform

Source: Washington Post

1

https://www.washingtonpost.com/creativegroup/youtube/how-youtube-is-working-to-support-teens-mental-health-wellbeing-and-safety-online/?utm_
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Potential tactical actions to support 90-90-90 objectives through 
brain health benefits and resources

2

 Review health plans to ensure sufficient access to high-

quality, affordable, evidence-based brain health care.

 Communicate with staff to promote awareness of 

additional brain health resources (e.g., Employee 

Assistance Programs, counseling services) and provide 

clear guidance on how to leverage these benefits.

 Offer and encourage the use of sick leave for brain health 

needs and PTO to support work-life balance.

 Administer an annual benefits survey to solicit employee 

feedback on whether benefits are effectively supporting 

workforce brain health.

 Review health plans to ensure sufficient access 

to high-quality, affordable, evidence-based brain 

health treatment.

 Explore alternative insurance design models and 

network arrangements to manage affordability.

 Communicate with staff to promote awareness of 

brain health treatment options (e.g., outpatient 

therapy, residential care) and provide clear 

guidance on how to leverage these benefits.

 Provide and encourage the use of sufficient sick 

leave.

Treatment

Recovery and 

cross-cutting support

• Communicate to staff the availability of brain health 

screening benefits and provide clear guidance on how 

to leverage these benefits.

Screening

Illustrative

Source: WEF and MHI, 2025 “Thriving Workplaces: How Employers can Improve Productivity and Change Lives”, McKinsey Healthcare Insights

https://reports.weforum.org/docs/WEF_Thriving_Workplaces_How_Employers_can_Improve_Productivity_and_Change_Lives_2025.pdf
https://www.mckinsey.com/industries/healthcare/our-insights/transforming-employer-health-benefits-large-employers-activist-role
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Organizations can help foster a culture supportive of brain health 
through targeted communication and support strategies

Strategies

1

2

3

4

5 Use inclusive language & Nudges: Shifting from clinical or deficit-based 

terms (“illness,” “disorder”) to human-centered language (“mental fitness,” 

“emotional well-being”)

Case Examples

Source: Mckinsey Health Institute and World Economic Forum report: Thriving workplaces: How employers can improve productivity and change lives, Company Websites

Embed brain health throughout the organization: Integrate brain 

health into core business processes and establish clear channels for 

reporting

HSBC’s People function manages workplace mental health 

services, with global and regional leads meeting monthly to set 

priorities and reporting outcomes annually to the Group Operating 

Committee and Board

Model vulnerability & openness: Share personal stories from 

leadership and visibly protect downtime, signaling it is safe for 

employees to seek help

PWC U.S. chair Tim Ryan openly discusses his own mental-health 

practices and his children’s use of therapy benefits, telling staff 

“we need to reduce the stigma.”

Provide trainings to encourage support and reduce brain health 

stigma: Create role-specific trainings to support staff brain health (e.g., 

guidance for managers on supporting reports, tips for peers to engage on 

brain health)

Unilever has developed trainings materials for both managers and 

employees on psychological safety and trained 4,000 employees 

globally to become mental health champions to support peers  

Design workplaces that prioritize mental health: Implement continuous 

self-assessment to identify areas of concern and translate solutions 

directly into operating policies (e.g., overtime limits, flexible or hybrid work 

schedules, a right-to-disconnect policy)

EMCOR, a  UK facilities services firm, integrated psychosocial risk 

audit findings into its health and safety system to improve workload 

management and prevent psychological ill-health

3

Instead of “mental-health day” or “sick leave,” Cisco, frames the 

company-wide paid pause as “a day for me”—a positive, self-care 

message that invites every employee to unplug for personal well-

being

Illustrative
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Case example: Corporate involvement in the STEM movement
Key takeaway: Corporate support for public / community level issues can have significant benefits to both the public and 

employers 

4

Types of corporate supportContext

The STEM (Science, Technology, Engineering, & Math) 

movement began as collaborative push between 

government, academic, philanthropic, and corporate 

stakeholders to improve public perception and interest in 

STEM education and careers. 

Critical to the movement’s success were for-profit-

companies, who providing funding, public relations 

support, advocacy, and community engagement. In turn, 

companies were able to rely on the robust workforce that 

they had helped grow to support their needs.

Major supporters of the movement include; Google, Intel, 

Boeing, IBM, General Motors, Apple, Microsoft, and 

Samsung 

Deploy scaled funding & tech access: Corporations provided funding, 

equipment, and connectivity to support STEM learning (e.g., General Motors 

donated $850K and partnered with various learning organizations to help 

train teachers and educate minority women in tech careers)

Build curriculum & teacher capacity: Companies co-developed 

standards-aligned curricula, intensive professional learning, and volunteer 

co-teaching models to address STEM teacher shortages (e.g., Microsoft 

TEALS pairs classroom teachers with industry volunteers and open curricula 

to stand up sustainable CS courses)

Inspire and spotlight student innovation and community engagement: 

Sponsor national and international STEM competitions to inspire and engage 

students (e.g., 3M Young Scientist Challenge, Qualcomm FIRST Robotics)

Impact

60%
of U.S. public high 

schools now offer 

foundational computer 

science course 

7.1M
Individual increase in STEM 

workforce from 2011-2021

NMSI’s College Readiness Program 

reports sizeable AP STEM enrollment 

increases: (overall +39%; Black students 

+76% since 2016 in participating schools)

Source: NCSES Labor Force Statist ics, National Math + Science Initiat ive, ScholarshipInstitute.org, Detroit News, Company websites
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EXAMPLESBoards can support the adoption of a 90-90-90 brain health 
strategy through a variety of tactical actions

Strategy

Performance

Tactical 90-90-90 actions

 Establish brain health as a key strategic priority

 Ensure management development of brain health strategy

 Align finance, accounting, and other practices to understand 

the value of brain health

 Approve strategic investments required to achieve brain 

health strategy

 Require management reporting on brain health KPI’s

Board’s role

 Sets overall strategic direction (i.e., framework)  

 Challenges different alternatives, assumptions, priorities, and 

options put forward by management

 Critically reviews and approves actual strategy

 Monitors strategy implementation

 Reviews the business plan and budget

 Approves major M&A transactions and investment / divestment 

decisions

 Reviews, approves, and critically challenges KPIs and targets

 Reviews results, discusses material variances and asks for 

corrective actions

Overall 

organization

 Ensures all shareholder views are represented 

 Balances and manages economic impact of stakeholder value

Talent  Approve brain health-focused performance metrics across 

verticals, so that brain health considerations relate to all 

business functions

 Appoints, evaluates and if required also removes the CEO

 Reviews performance management philosophy

 Endorses the development plan of pivotal roles

 Understands the pool of future leaders

Risk  Reviews and approves risk appetite

 Understands major risk exposures

 Monitors risk mitigation approach

 Considers risk factors in all major decisions

Source: McKinsey Board Services

 Ensure sufficient mitigation of human capital and financial 

risks associated with brain health
1 2

# Deep dive follows
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A 90-90-90 Brain Health Strategy can help mitigate key drivers of 
workforce attrition and disatisfaction

Source: McKinsey Health Institute Employee Mental Health and Wellbeing Survey 2022 (n = 14,509, in 15 countries)

1

Likelihood of reporting negative work experiences for those with at least one mental-health or well-

being challenge relative to other employees:

more likely to 

experience toxic 

workplace behaviour

more likely to report 

low engagement at 

work

more likely to say they 

intend to leave

more likely to report 

low job satisfaction

4x 3x 3x 2x
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Unaddressed employee well-being challenges drive financial risk 
through significant direct and opportunity costs

Illustrative1 estimated total value potential created by mitigating all employee health and well-being challenges, $M

Total direct costs
of poor employee well-being2

Total benefits created 

through good well-being

Absenteeism AttractionAttrition RetentionPresenteeism & Productivity

Source: McKinsey Health Institute analysis

200-500
250

300-4800

30-50 140

1. Illustrative scenario represents estimates for a global Financial Services Company with ~100,000 employees and average annual salary of $100,000

2. Excludes direct health care costs

Low range High range

2

Illustrative
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Next steps to achieve a best-in-class brain health strategy

Illustrative actions Resources

• One Mind Mental 

Health at Work Index

• McKinsey Health 

Institute and Social 

Sector, Healthcare & 

Public Sector Entities 

(SHaPE) Practice 

Collect data (e.g., employee surveys, health plan data) 

along 90-90-90 dimensions to understand baseline and 

assess opportunities and value at stake
1

Identify stakeholders (e.g., CHRO, communications 

teams) responsible for development and execution of 

strategic brain health goals and initiatives 

2

Create shared accountability across organization  

leadership to close gaps and capitalize on opportunities3
Explore opportunities to achieve societal and 

organizational impact through collective leadership and 

advocacy across organizations
4
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