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Abstract

This paper examines the organizational and economic impacts of counselling interventions in Indian higher
education institutions through ten case vignettes of non-teaching professionals. The Applied Skills Orientation
(ASO) model illustrates how counselling addresses key psychosocial challenges, including stress, job
dissatisfaction, limited autonomy, distrust, and turnover intentions. The vignettes demonstrate how individual-
level interventions translate into measurable organizational outcomes, such as reduced absenteeism, presenteeism,
transaction costs, and attrition, as well as improvements in motivation, workplace behavior, and employee
retention. Drawing on human capital theory, transaction cost economics, and behavioral economics, the paper
reconceptualizes counselling from a welfare-oriented support mechanism to a strategic investment in
organizational efficiency. The findings highlight counselling as a cost-effective, non-monetary intervention that
preserves and strengthens human capital, particularly in resource-constrained public institutions. The study
concludes with policy implications advocating the institutionalization of counselling services within higher
education systems, their integration with HR metrics, and their recognition as critical investments in
organizational productivity and resilience.
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Introduction
1.1 Contextual Background

The effectiveness of organizations resides mainly in the quality and proper utilization of human capital. In higher
education organizations, whose basic role resides in knowledge generation as well as knowledge transfer,
academics as well as administrative staff, are the very source of productivity. But, notwithstanding this, higher
education work settings usually don't address employee welfare, motivation, and work contentment. In India,
colleges and university educational institutions function under bureaucratic systems, limited resources, and
hierarchical protocols that both mandate huge output of staff without offering much freedom and support.

The costs of this misalignment are vast. Low productivity, turnover, and low morale impose invisible costs that
undermine institutional performance. The global corpus of research in labor economics has continuously flagged
the monetary costs of attrition, efficiency losses due to absenteeism, and opportunity costs of workforces that are
disengage (Mobley, Griffeth, Hand, & Meglino, 1979; Cloutier, Felusiak, Hill, & Pemberton-Jones, 2015).
However, incorporation of psychological counselling in this narrative is underdeveloped. Counselling, typically
characterized as a therapeutic response in clinical contexts, can in fact be an economically savvy, low-cost human
resources strategy in terms of boosting performance and tackling organizational efficiencies.

This paper studies the organizational and economic relevance of counselling interventions through a one-month-
long internship at Mahila Mahavidyalaya, Banaras Hindu University. The internship, as a requirement under the
IGNOU Master’s program in Psychology (MAPC, MPCE-035), introduced to the researcher real-world problems
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of ten institutional employees. The cases spanned across organizational psychology and economics variables of
work-life balance, job satisfaction, work motivation, trust, autonomy, person-job match, organizational citizenship
behavior (OCB) in workplace, organizational commitment, turnover, and retention. Utilizing the focus of an
Assessment—Strategy—Outcome (ASO) model in understanding such cases, the research situates counselling
interventions in organizational contexts under the overarching economic justification of human capital
management.

1.2 The Research Problem

Indian higher education is facing twin crises: resource constraints and human capital deficiencies. The colleges
are squeezed to improve global ranking, publication output, expand student intakes, and provide good teaching.
They, however, pay little attention to the psychosocial dynamics of workforces. Stress, work pressures, role
confusion, and lack of appreciation of effort reduce work happiness and turnover intentions.

In general, economists conceptualize such questions in cost terms: absenteeism as loss of productivity, turnover
as replacement costs, and disengagement as lost efficiency. Psychologists, in turn, take into consideration
experienced life of stress, of being motivated, and of relations with people. An integration of such kinds of
viewpoints, this work argues, results in a more richly textured, more policy-informed understanding. Through
locating counselling in organizational practice, further educational institutions can both improve worker welfare
and reap clear economic benefits in terms of higher retention of staff, minimized transaction costs, and higher
productivity.

1.3 Objectives of the Study
The paper pursues three related objectives:

1. To record and analyze ten cases of employees of a higher educational institution in organizational behavior
and counselling psychology.

2. To examine such cases in organizational economics terms, focusing on stress, dissatisfaction, and turnover
costs, along with benefits of counselling interventions.

3. Suggest policy and practice implications for integrating workplace counselling into higher education human
resource strategies.

1.4 Contribution

The contribution of this study is threefold. First, it extends organizational economics by incorporating counselling
psychology as a human capital intervention. Second, it grounds this theoretical integration in empirical case
vignettes from Indian higher education, a sector underrepresented in organizational research. Third, it advances
the methodological use of the ASO framework (Assessment—Strategy—Outcome) to bridge micro-level
psychological interventions with macro-level economic outcomes.

2. Literature Review
2.1 Human Capital Theory and Higher Education

Human capital theory, as it appeared in Becker (1964) and Schultz (1971), is focused upon education, training,
and health as investments that enhance productivity. In post-secondary education, the workforce serves a twofold
role: workers are both human capital themselves and creators of human capital formation in students. When
workers are stressed, unhappy, or disaffected, economic returns to education fall not only at the institution but
also socially.

In new economies such as India, whereby vast numbers of individuals converge in university centers, human
capital utilization inefficiency means reduced institutional competitiveness, research productivity, and student
performance. Retaining skilled personnel and administrative worker morale, hence, become important economic
variables.
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2.2 Organizational Behavior Variables

The internship at BHU focused on ten organizational behavior variables, each with direct and indirect economic
implications.

2.2.1 Work-Life Balance

Work-life balance is typically understood as a psychosocial aspect, but it has a strong economic impact. Studies
link low balance with burnout, absence, expenditure on health, and turnover (Kalliath & Brough, 2008; Sirgy &
Lee, 2018). At microeconomic level, long work hours beyond a threshold of productivity decline marginal
productivity and increase spending on health (Parkes & Langford, 2008).

2.2.2 Job Satisfaction

Job satisfaction not only predicts psychological well-being, it also predicts economic returns in terms of reduced
turnover and higher labor efficiency (Hoppock, 1935; Spector, 1985). Dissatisfaction also generates costs of
search and replacement, as well as productivity loss due to presenteeism. In academia, dissatisfied employees may
reduce instructional quality or administrative competency, such that institutional output declines.

2.2.3 Motivation

Standard economics models of labor markets are wage-based rewards. Herzberg’s (1970) motivation-hygiene
theory and Deci & Ryan’s (1985) theory of self-determination, however, direct attention to intrinsic motivators
such as autonomy, appreciation, and development. Intrinsic motivators are cheaper than wage increases, so human
capital management is attracted to them as levers.

2.2.4 Trust in the Workplace

Trust decreases transaction costs by cutting unnecessary enforcement and monitoring (Williamson, 1985; Covey,
2006). In campus life, trust among administrators, staff, and teachers makes teamwork easy and decreases
bureaucratic drag. Distrust, by contrast, gives birth to inefficiency and dampens discretionary effort.

2.2.5 Autonomy

Autonomy improves innovation, job satisfaction, and motivation (Gagné & Bhave, 2010). From an economic
perspective, this lowers coordination costs and enhances adaptability. Analyzing bureaucratic systems, low
autonomy creates inefficiency and suppresses proactive problem-solving (Parker, Axtell, & Turner, 2001).

2.2.6 Person-Job Fit

The compatibility of worker competence with work requirements, also known as person-job match, predicts
performance and satisfaction (Edwards, 1991). Poor compatibility leads to underutilization of human potential,
unfair discrimination in selection, and unnecessary turnover (Peng & Mao, 2015). In higher-educational contexts,
incorrectly matched staff deployment generates both psychological loss and financial loss.

2.2.7 Organizational Citizenship Behavior

OCB is expressed as voluntary behavior—helping workmates, taking initiative—that is not officially recognized
but enhances group productivity (Organ, 2018). In economics, OCB also creates "unpaid work" that improves
organizational productivity without explicit cost. However, withholding rewards may discourage persistent OCB
(Podsakoff & MacKenzie, 1997).

2.2.8 Employee Commitment

Commitment, which is affective, normative, and continuance (Meyer, Stanley, & Parfyonova, 2012), reduces
turnover and enhances productivity. Affective commitment, grounded in emotive attachment, is particularly
worthwhile economically because it lowers replacement cost and augments discretionary effort.
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2.2.9 Turnover

Direct and indirect costs of turnover include: recruitment, selection, instruction, and lost tacit knowledge (Mobley
et al., 1979). Educational turnover is particularly destructive because institutional memory and long-term
relationships by the faculty with students are disrupted.

2.2.10 Retention

Retention strategies cost little, reducing turnover costs while enhancing organizational stability (Kyndt et al.,
2009; Cloutier et al., 2015). Non-monetary strategies—acknowledgment, freedom, supportive culture—are high-
return strategies relative to cost.

2.3 Counselling as Workplace Intervention

Counselling has been underutilised in organisations, particularly in India. In spite of EAPs being implemented in
some corporate sectors, higher education does not institutionalise staff counselling. But research finds that
workplace counselling reduces absenteeism, stress, and spending on health, and improves work satisfaction and
turnover (McLeod, 2010).

The counselling process, employing skills of active listening, empathy, and reframing, helps employees to identify
stressors and work out coping strategies. Presented economically, counselling is a low-cost investment yielding
quantifiable productivity gains. A one-hour counselling session, for instance, could save money by preventing
burnout and reduce absenteeism, and will yield cost savings many times higher than that of the session itself.

2.4 Theoretical Integration: Organizational Economics and Counselling Psychology
The economic logic of counselling can be understood through three theoretical frameworks:

L. Human Capital Theory (Becker, 1964): Counselling enhances the health and productivity of
employees, increasing returns on human capital investments.

2. Transaction Cost Economics (Williamson, 1985): By fostering trust and reducing conflict, counselling
lowers transaction costs within organizations.

3. Behavioral Economics (Thaler & Sunstein, 2008): Counselling leverages non-monetary incentives and
cognitive reframing to “nudge” employees toward adaptive behaviors.

Case Vignettes

Case 1: Work-Life Balance

Background

The first case involved a 56-year-old senior assistant with more than two decades of service. She lived with her
spouse and managed significant family responsibilities. Her monthly income of 340,000 was steady, but the
household required her to balance caregiving, domestic responsibilities, and full-time employment.

Presenting Problem

The employee reported: “/ am under a lot of pressure. There is conflict between home responsibilities and work.
On top of that, there's so much work pressure. The deadlines. I can't focus. But I need this job. I don't know what
to do.” The stress manifested in fidgeting, low mood, and visible anxiety during the counselling session.

Counselling Process (ASO)

° Assessment: The client displayed anxiety, low energy, and difficulty maintaining eye contact.
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° Strategy: Stress management techniques were introduced, including prioritization of tasks, relaxation
practices, and reframing of work demands. The counsellor normalized her stress by acknowledging that workload
pressures are common in bureaucratic institutions but manageable with coping strategies.

° Outcome: By the end of the session, the employee appeared more relaxed, expressing relief that her
concerns were heard. She agreed to experiment with short meditation practices and to delegate minor household
tasks.

Economic Interpretation

From an economic standpoint, the employee’s stress posed risks of absenteeism and reduced productivity. Chronic
stress is linked to higher medical costs, lower efficiency, and greater risk of early retirement. By reducing her
anxiety through counselling, the institution potentially preserved a productive employee and avoided the implicit
costs of sick leave or premature exit. In human capital terms, the intervention increased her effective labor supply
by preventing burnout.

Case 2: Job Satisfaction

Background
A 43-year-old junior clerk, widowed with three dependents, served as the head of her family. Her monthly income
was 330,000, which sustained her household alongside support from in-laws.

Presenting Problem

She expressed dissatisfaction: “Things are not comfortable at the office. I'm not liking it here. I want to switch
jobs but that's so much of a hassle. Not sure what to do.” The employee reported role ambiguity, low recognition,
and anxiety about her professional future.

Counselling Process (ASO)

° Assessment: Observations showed anxiety, faster-than-normal speech, and low voice volume.
Strategy: Counselling emphasized the meaning of her work, highlighting how her administrative role supported
students and faculty. The counsellor reframed her sense of contribution, validating her skills and efforts. Practical
suggestions for enhancing communication with supervisors were also offered.

° Outcome: The employee felt relieved and energized, reporting that talking about her dissatisfaction
helped her re-engage with her role. She agreed to explore new skill-building opportunities while remaining in her
current job.
Economic Interpretation

Low job satisfaction often predicts turnover, which imposes recruitment and training costs on institutions. For
clerical roles, these can be equivalent to 30—50% of annual salary, not including the tacit knowledge lost. By
reframing her satisfaction and reducing turnover intent, counselling saved potential attrition costs. Moreover,
enhanced engagement likely raised her marginal productivity, illustrating the economic return of psychological
intervention.

Case 3: Autonomy

Background

A 50-year-old section officer with a monthly income of ¥80,000 had long tenure and considerable responsibility.
Married, with supportive family relations, she described herself as generally content but frustrated by limited
workplace autonomy.
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Presenting Problem

She stated: “I am doing my job alright. I take a day off sometimes due to lack of workplace autonomy. I don't
know why I am not able to concentrate all the time.” The key stressor was her inability to make independent
decisions, which she felt undermined her professional competence.

Counselling Process (ASO)

° Assessment: The employee was well-groomed, organized, and comfortable in interactions, but reported
lack of motivation linked to reduced autonomy.

° Strategy: Counselling focused on negotiation skills and identifying areas where she could exercise
discretion, even within bureaucratic constraints. She was encouraged to propose flexible arrangements with her
supervisor and to practice self-directed goal setting.

° Outcome: The employee left the session with renewed confidence, expressing readiness to exercise
autonomy in areas within her control and to initiate constructive discussions with superiors.

Economic Interpretation

Low autonomy increases coordination and monitoring costs, reduces innovation, and risks disengagement. For
senior administrative staff, this is particularly costly as their decisions influence workflow efficiency. By
enhancing her perception of autonomy, counselling likely reduced coordination frictions and raised productivity.
From an economics of institutions perspective, this case illustrates how psychological support reduces transaction
costs in bureaucracies.

Case 4: Motivation

Background
A 35-year-old library assistant, unmarried, with a monthly income of 328,000, had worked in the institution for
nearly a decade. She was diligent but reported feelings of stagnation.

Presenting Problem

She stated: “I feel unmotivated sometimes. My work is routine, and I don’t see any recognition. I wonder if I
should pursue further studies or just continue like this.” The monotony of her work, combined with limited
recognition, left her disengaged.

Counselling Process (ASO)
° Assessment: The employee appeared fatigued, spoke slowly, and avoided eye contact.

° Strategy: Counselling emphasized intrinsic motivation, drawing on self-determination theory. The
employee was encouraged to set personal growth goals, such as learning digital cataloging software, and to find
meaning in her contribution to student success. Short-term self-rewards for task completion were suggested.

° Outcome: The employee reported feeling “lighter” and expressed interest in enrolling in a part-time skill
development course. She left with an action plan to seek recognition by volunteering for new initiatives.

Economic Interpretation

Low motivation reduces discretionary effort and increases presenteeism—being physically present but
psychologically disengaged. For the institution, this translates into lower efficiency per unit of labor input. By re-
engaging the employee, counselling increased her effective productivity without additional wage expenditure.
From an economic lens, motivation-enhancing counselling acts as a non-monetary incentive, cheaper than salary
increments but potentially more impactful in sustaining human capital.

993

https://kommerstad.org



Minnesota Journal of Business Law and Entrepreneurship
Volume 2026, No. 1

ISSN: 1540-3270

Case 5: Trust in the Workplace

Background

A 47-year-old laboratory technician, married with two children, earned ¥45,000 monthly. His role required
collaboration with faculty and students in managing lab resources.

Presenting Problem

He reported: “I don’t trust my colleagues much. Sometimes they don’t return equipment or put blame on me. 1
feel frustrated and don 't want to share information with them.” Distrust was eroding his willingness to collaborate.

Counselling Process (ASO)
° Assessment: The client’s tone was sharp, and he often crossed his arms, signaling defensiveness.

° Strategy: The counsellor explored the roots of distrust, validated his frustrations, and helped him reframe
conflict as miscommunication rather than intentional sabotage. Techniques of assertive communication and trust-
building through small agreements were introduced.

° Outcome: The employee recognized that holding back information harmed his own reputation. He
agreed to initiate structured communication with colleagues and to give them “the benefit of the doubt” in routine
exchanges.

Economic Interpretation

Distrust raises transaction costs by necessitating monitoring, duplicate efforts, and conflict resolution. In the lab,
inefficiency in resource sharing could delay experiments, harming both teaching and research output. Counselling
lowered these costs by encouraging trust, cooperation, and smoother workflows. In institutional economics terms,
this intervention reduced the “frictional costs” of collaboration, yielding productivity gains.

Case 6: Organizational Citizenship Behavior (OCB)
Background

A 42-year-old administrative assistant, separated from her spouse, with one child, had a monthly income of
%32,000. Known by colleagues for being helpful, she often went beyond her formal role.

Presenting Problem

She shared: “Sometimes I feel like I'm doing too much. I help others, but no one notices. Then I wonder, why
should I even bother?” The lack of recognition for her discretionary efforts was reducing her willingness to engage
in OCB.

Counselling Process (ASO)

° Assessment: The client appeared sad, occasionally tearful, but also proud when narrating how she helped
others.
° Strategy: Counselling validated her feelings, emphasizing that OCB reflects her intrinsic values and

builds long-term goodwill. The counsellor suggested informal ways of signaling her contributions and encouraged
her to seek social support from colleagues.

° Outcome: The employee expressed relief at having her efforts acknowledged. She resolved to continue
helping others but also to balance her energy by setting limits.

Economic Interpretation

OCB represents a hidden form of labor that enhances organizational functioning without direct costs. If
discouraged, institutions lose this “free productivity.” Counselling sustained her willingness to contribute OCB,
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preserving efficiency gains for the university. Economically, this demonstrates the value of non-monetary
recognition in retaining high-performing discretionary behaviors.

Case 7: Employee Commitment

Background
A 52-year-old senior faculty clerk, married with grown children, earned a monthly salary of X55,000. He was
respected for reliability but privately struggled with feelings of detachment from the institution.

Presenting Problem

He reported: “I do my work on time, but I don’t feel much connection to the institution anymore. Things have
changed, leadership doesn’t listen, and I wonder why I should be loyal when no one cares.” His affect suggested
cynicism bordering on withdrawal.

Counselling Process (ASO)

° Assessment: Flat tone of voice, sighs, occasional sarcasm; yet punctual in session, reflecting a sense of
duty.
° Strategy: Counselling explored his long service record, highlighting his affective contributions to the

institution’s stability. The counsellor introduced the idea of “legacy value,” encouraging him to frame his work
as leaving a lasting mark for students and colleagues. Self-affirmation techniques were used to reconnect him with
his sense of professional identity.

° Outcome: He left expressing cautious optimism, stating he would “try to see the bigger picture” rather
than focusing solely on administrative frustrations.

Economic Interpretation

Employee commitment reduces turnover costs and enhances discretionary effort. The decline of affective
commitment in his case posed risks of disengagement. Reconnecting him with intrinsic values preserved
institutional continuity and avoided tacit knowledge loss. From an economic standpoint, this is akin to maintaining
a durable asset: the institution protected long-accumulated human capital from depreciation.

Case 8: Person-Job Fit
Background

A 29-year-old probationary staff member, unmarried, earning 324,000 monthly, was assigned clerical tasks
despite holding a postgraduate degree in economics.

Presenting Problem

He confessed: “This is not the job I wanted. I feel like I'm wasting my education. My skills are not used here, and
Idon’t know how long I can do this.” The misalignment between his qualifications and role created dissatisfaction
and identity conflict.

Counselling Process (ASO)
° Assessment: Restless body language, impatient speech, frequent expressions of frustration.

° Strategy: Counselling acknowledged the misfit but emphasized skill transferability. The counsellor
guided him to identify parts of the role that utilized analytical abilities, and encouraged him to pursue parallel
career development. Strategies for maintaining motivation while planning long-term career moves were discussed.
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° Outcome: The employee reported feeling heard and developed a pragmatic outlook: he would fulfill
current duties while preparing for competitive examinations aligned with his qualifications.

Economic Interpretation

Person—job misfit represents underutilization of human capital, reducing returns on educational investment. For
the institution, this generates inefficiencies and turnover risks. Counselling mitigated short-term disengagement,
buying time for the institution while the employee re-strategized. Economically, this intervention reduced
immediate productivity losses and stabilized workforce continuity.

Case 9: Turnover Intentions
Background

A 41-year-old accounts assistant, married with school-aged children, earned 338,000 monthly. Skilled in his field,
he had previously received job offers from private firms.

Presenting Problem

He said: “I sometimes feel like leaving this job. Private companies are offering more money. But I also think about
job security here. I am confused.” His ambivalence revealed a classic turnover dilemma: pay versus stability.

Counselling Process (ASO)

° Assessment: Well-dressed, confident, but ambivalent in tone. Alternated between enthusiasm for private
offers and anxiety about risk.

° Strategy: Counselling employed a cost—benefit reframing exercise. The employee was encouraged to
articulate both tangible (salary, benefits) and intangible (security, work—life balance) dimensions. The counsellor
avoided pushing toward a decision but emphasized clarity of values.

° Outcome: The employee concluded that while private-sector pay was higher, his family valued security
more. He decided to remain for now but to continue monitoring opportunities.

Economic Interpretation

Turnover imposes heavy costs: recruitment, retraining, and loss of tacit knowledge. By clarifying his priorities,
counselling reduced the likelihood of impulsive exit, protecting the institution from expensive attrition.
Economically, this exemplifies how counselling lowers replacement costs by stabilizing employee decision-
making.

Case 10: Retention

Background
A 46-year-old office superintendent, married, monthly income 60,000, was known for competence and
leadership. However, she had received external offers and considered leaving.

Presenting Problem

She reported: “I’'ve had offers. I sometimes think of leaving. But then I feel attached to the people here. Still, 1
don’t know how long I can continue if things don’t improve.” Her case illustrated the fragile balance between
affective ties and external incentives.

Counselling Process (ASO)

° Assessment: Calm, articulate, emotionally invested in her team but visibly fatigued.
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° Strategy: Counselling emphasized her importance as a role model, validating her sense of belonging.
She was encouraged to seek small renegotiations with supervisors—flexibility, recognition—that would increase
satisfaction. The counsellor highlighted the institutional benefits of her staying, reframing her presence as a
stabilizing force.

° Outcome: The employee felt reassured, recognizing her embeddedness in the institution. She committed
to staying at least until her team’s current projects concluded.

Economic Interpretation

Retention preserves accumulated organizational capital, avoiding costs of replacement and disruption.
Counselling served as a low-cost retention strategy, enhancing job embeddedness without financial incentives.
From an economic lens, this illustrates how psychosocial interventions can substitute for costly wage-based
retention policies, achieving similar stability outcomes.

Synthesis of Case Vignettes

Across the ten cases, a clear pattern emerges: counselling mitigates psychosocial stressors that, left unaddressed,
translate into measurable economic costs. Whether the issue was stress-induced absenteeism, dissatisfaction-
driven turnover, or disengagement from poor job fit, each case demonstrated how a relatively short intervention
preserved productivity and reduced hidden costs.

From the vantage of organizational economics, counselling is not merely an employee benefit but a strategic
investment in efficiency. When aggregated across a workforce, such interventions could substantially reduce costs
associated with attrition, inefficiency, and disengagement.

Discussion
1. Linking Counseling to Human Capital Economics

The ten case vignettes reveal a central theme: counselling is not merely a personal support tool but a form of
human capital investment. Each intervention sustained or enhanced employees’ productivity, motivation, and
engagement. In Becker’s (1993) classic framework, human capital includes not only formal education and training
but also psychological well-being, which shapes the efficiency of labor input.

° Case 1 (Work-Life Balance) highlighted how stress, if untreated, can erode productivity and increase
medical costs. Counselling preserved effective labor supply by reducing absenteeism.

° Case 8 (Person—Job Fit) demonstrated how misallocated skills represent underutilized capital.
Counselling bought time by stabilizing short-term productivity while the employee prepared for a better-aligned
future role.

These micro-level insights suggest that institutions that integrate counselling systematically can increase their
return on labor investment.

2. Transaction Cost Economics and Organizational Efficiency

Williamson’s (1985) theory of transaction costs emphasizes how distrust, poor communication, and excessive
monitoring increase organizational inefficiency. Cases 3 and 5 illustrated this vividly:

° Low autonomy raised coordination costs as employees disengaged.

° Distrust in colleagues compelled defensive behaviors that wasted resources.
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Counselling reduced these transaction costs by restoring trust, improving communication, and empowering
employees to take initiative. In a bureaucratic Indian higher education context, where rigid rules and hierarchies
are often blamed for inefficiency, such micro-interventions lower the “hidden costs” of governance.

3. Behavioral Economics: Nudges and Non-Monetary Incentives

Several cases show how behavioral nudges—simple reframing of choices, recognition, or affirmation—altered
employee decisions:

° Case 2 (Job Satisfaction): reframing her role as meaningful increased engagement without any pay rise.
° Case 9 (Turnover Intentions): a cost-benefit reframing exercise clarified values, nudging the employee
to stay.

° Case 6 (OCB): recognition validated discretionary behavior, sustaining “free productivity.”

From a behavioral economics perspective, counselling acted as a low-cost intervention that altered cognitive
frames, reducing biases like short-term frustration or loss aversion. These nudges substitute for financial
incentives, making them highly efficient for resource-constrained institutions.

4. Institutional Economics and Path Dependency

The cases also illustrate the institutional embeddedness of employee behavior. Indian higher education
institutions are characterized by bureaucratic structures, limited autonomy, and rigid pay scales. Employees often
feel constrained, as seen in Cases 3 and 7. Yet their sense of belonging, legacy, and embedded networks influenced
decisions to remain (Cases 7 and 10).

Counselling interventions acknowledged this embeddedness, reframing institutional stability as an asset rather
than a limitation. This supports North’s (1990) view that institutions persist not just through rules but also through
the informal norms and narratives that counseling can help strengthen.

5. Cross-Case Patterns

A cross-case comparison yields recurring themes:

° Stress and Burnout: Reduced productivity but reversible with coping strategies.

° Autonomy and Motivation: Central to discretionary effort; lack of autonomy led to disengagement.
° Trust and OCB: Economically valuable forms of “social capital” that counselling preserved.

° Turnover and Retention: Counselling served as a stabilizer, preventing costly attrition.

In aggregate, these cases suggest that counselling is not peripheral but structurally tied to organizational
efficiency.

Conclusion

This study demonstrates that counselling interventions in higher education institutions play a dual role:

1. They restore psychological well-being, enabling employees to cope with stressors and role conflicts.
2. They reduce economic costs by preserving productivity, lowering turnover, and minimizing transaction
frictions.

By weaving together psychology and economics, the cases show that interventions as brief as a single counselling
session can have long-lasting economic implications. Counselling is thus a strategic tool in human capital
management, not a luxury or peripheral service.

The findings contribute to three strands of scholarship:
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° Organizational Behavior: By empirically illustrating how constructs like autonomy, trust, and job
satisfaction translate into economic outcomes.

° Labor Economics: By showing how counseling reduces costs of absenteeism, presenteeism, and
turnover.
° Economics of Education: By highlighting how support structures within universities influence the

productivity of non-teaching staff, who are often overlooked in policy discourse.

Limitations remain: this was a small-scale, qualitative study, with cases drawn from one institutional context.
Future research could incorporate cost—benefit quantification (e.g., absenteeism days saved, turnover costs
avoided) and comparative analyses across institutions.

Policy Implications
1. Institutionalization of Counselling Services

Universities and colleges should embed counselling services into HR structures, not treat them as ad hoc or
remedial. Regular, confidential access can pre-empt crises, saving costs in the long run.

2. Recognition of Counselling as an Economic Investment

Policy discourse often frames counselling in welfare terms, but this paper argues for reframing it as an economic
investment. For state universities in India, with constrained budgets, counselling provides a cost-effective
alternative to across-the-board wage increases.

3. Integration with HR Metrics

Institutions could link counselling interventions with HR indicators such as:

° Absenteeism rates
° Turnover intentions
° Productivity measures (task completion rates, workflow delays).

This would allow a clearer demonstration of return on investment.
4. Policy Support from UGC and AICTE

Regulatory bodies should encourage or mandate counselling provisions in higher education HR policy. Just as
institutions are required to provide grievance redressal committees, they could be required to establish
professional counselling support, especially in large universities.

5. Broader Socio-Economic Implications

At a national level, the Indian higher education workforce is vast. Counselling can improve job satisfaction and
retention, reducing brain drain and stabilizing institutional capacity. The cumulative effect would be greater
system-wide efficiency in the education sector, which is central to long-term economic growth.

Final Word

Counselling is often dismissed as a “soft” intervention, but this study demonstrates that its economic implications
are concrete and measurable. By addressing psychosocial stressors, counselling stabilizes human capital, lowers
transaction costs, and sustains discretionary contributions. For Indian higher education institutions navigating
financial pressures and bureaucratic rigidity, counselling is not just beneficial but essential for economic and
organizational survival.
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