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Building Healthier Workplaces: Workbook & Toolkit 
 
 
This workbook and toolkit is intended to assist in the development or enhancement of 
Healthy Workplace activities. It provides best practice and evidence-based resources, 
tools, links and ideas to plan and implement healthier choices in the workplace. The 
workbook and toolkit provide guidance to a comprehensive approach to supporting 
healthier choices in the workplace. 
 
Healthy Workers – Healthy Futures 
Good health equals good business. Being engaged in good work has benefits for 
individuals, families and wider society. A workplace that provides ‘good work’ through 
positive and healthy interaction with employees creates a healthy workforce, which in 
turn promotes healthy business. 
 
Workplaces are ideal settings for encouraging positive health behaviours, not just 
because of the significant amount of time workers spend at work, but because 
colleagues and organisations can be an incredibly positive support base for those trying 
to improve their health. 
 
Support is crucial, as there is strong evidence to show that where workplaces support 
staff to make small changes to their behaviour, their health does benefit, especially 
through smoking reduction, increased physical activity, healthy eating and stress 
reduction programs. 
 
Furthermore individualised weight and alcohol related strategies can be more effective 
when embedded into broad workplace health programs. The rise in chronic diseases, 
such as diabetes, heart disease and some cancers, coupled with an ageing workforce, 
means that we need to make changes across society to recruit and retain a healthy 
workforce. 
 
Workplaces offer great potential to reach many South Africans who otherwise might not 
respond to health messages, access health screening and services, or have time to 
make positive changes to their lifestyle, such as participating more regularly in exercise.  
 
The impact of disability and illness as a result of chronic disease has significant 
consequences on a person’s quality of life and ability to contribute within society. 
Fortunately, in many cases the severity and burden of chronic disease can be halted by 
improved nutrition, physical activity, reducing obesity, risky alcohol consumption and 
smoking cessation. These are often referred to as ‘SNAP’ (Smoking, Nutrition, Alcohol, 
Physical Activity) risk factors and alongside mental wellbeing, feature strongly 
throughout this toolkit. 
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What is the Toolkit all About? 
 
The Healthy Workplace toolkit is designed to make it easier for workplaces, large or 
small, to implement and manage their own health and wellbeing programs, and to 
strengthen existing ones. It is a step by step guide to designing, implementing and 
evaluating a workplace health and wellbeing program. 
 
Workplaces are most likely to succeed where they use these steps to complement and 
expand upon other health and safety priorities within their workplace, adopting health 
and wellbeing standards alongside occupational safety and operational practices. 
This kit has been developed acknowledging that no two workplaces are the same and 
that different methods can achieve outcomes. 
 
Regardless of the size or function of an organisation, this kit will provide guidance in 
creating a workplace that is healthier, happier and more productive. 
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The Worksite: A Setting that Influences Health Behaviour 
 
On average the South African workforce spends more than half of their waking day 
(10.5 hours), during a typical week, working and commuting to and from their place of 
work. The competing demands of work, family and/or personal responsibilities often 
mean less time or energy to be engaged in preventive behaviours like physical activity. 
These pressures not only make it difficult for a person to be active but often increases 
stress levels that can also lead to other physical and emotional health issues such as 
unhealthy eating, tobacco use and substance misuse.  
 
Seventy percent of an organisation's benefit costs fall into six disease categories: 

 cardiovascular,  

 musculoskeletal,  

 respiratory,  

 digestive,  

 cancer and 

 stress. 
 

These categories represent the most prevalent types of illness and injury experienced in 
the workplaces. Because of the amount of time that workers spend at work, the 
workplace is well-positioned to influence a large segment of the population. Larger 
employers often have the infrastructure to provide the facilities, the human resources 
and support networks needed to encourage participation.  
 
Along with tobacco use, poor dietary habits and physical inactivity are drawing 
worldwide attention for their contribution to the growing epidemic of chronic diseases 
and obesity. With baby boomers aging and childhood obesity on the rise, the human 
and financial burden of obesity and chronic disease is expected to increase, making 
reduction of these chronic conditions and their risk factors one of the most important 
public health issues of the 21st Century. 
 
What is a Comprehensive Healthy Workplace Approach? 
A comprehensive healthy workplace initiative consists of elements from the following 
categories: 
 
1. Health Practices 
• Enables and supports healthy lifestyles, behaviours and coping skills. 
• The health practices employers provide to employees in the areas of tobacco use, 
substance misuse, nutrition, physical activity and stress management. 
 
2. Environment 
• Addresses the health and safety of the workforce. 
• Exceeds the responsibilities in relation to current health and safety legislation and 
directives (e.g. Occupational Safety and Health). 
 
3. Personal Resources 
• The culture of an organisation as experienced by employees (e.g. organisation human 
relationships and communication). 
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Each category involves a variety of strategies in the following areas: 
• Awareness and education 
• Behaviour change and skill building 
• Health promoting environment 
• Capacity building 
 
For example, using the Health Practices category: 
• Awareness and Education – an organisational newsletter to raise awareness and to 
provide information about the benefits of cessation and how to quit smoking. 
• Behaviour Change and Skill Building – assists and supports employees to set and 
achieve small, realistic healthy eating goals. 
• Health Promoting Environment – provide access to fitness facilities, change rooms 
and showers. 
• Capacity Building – mobilise community partnerships to support employees in their 
healthy choices. 
 
In Planning a Healthy Workplace Initiative, the Following Components have a 
Proven Impact for Success: 
 
• Senior management involvement to demonstrate serious commitment for creating a 
healthy workplace. 
• Participatory planning with all levels of staff in the workplace. 
• Primary focus on employees needs. 
• Optimal use of on-site resources (staff/experts and facilities). 
• Integration of policies with the mission, vision, values and goals of the organisation. 
• Recognition of multiple interactions among lifestyle choices, social conditions and work 
environment. 
• Tailoring to the unique needs of the workplace. 
• Evaluation of process measures and outcomes. 
• Long-term commitment. 
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Principles of a Successful Healthy Workplace Program 
 
 

 
 
 
 

There are key characteristics in any workplace health and wellbeing activities and 
initiatives, identified as markers of a successful and sustainable program. The principles 
below are reflected throughout each step of the toolkit.  
 
Consider and embed these principles into your program, regardless of its size, as you 
strive towards creating a healthy workplace. 
 
1. An approach centred around people, that: 
• Actively involves workers and managers, particularly in decisions affecting the health 
and safety of workers. 
• Involves employees in program planning and problem solving. 
• Provides equitable access regardless of health status or role in the workplace. 
• Recognises that an individual’s health is determined by a number of factors, both work 
and non-work related. 
• Acknowledge the efforts of workplace champions. 
 
2. Where management plays a lead role by: 
• Promotion and participation at all levels of authority. 
• Development and endorsement of program action plan. 
• Building accountability into program structure. 
• Mitigating potential risks that may prevent participation. 
 
3. Allocation of sufficient resources to: 
• Appropriately service the needs of proposed program outcomes. 
• Use qualified and credible external service providers. 
• Provide equal access to all employees. 
• Include incentives and rewards aligned to participation and effort. 
 
4. A tailored program that: 
• Includes needs assessment to identify priority issues in the workplace. 
• Is matched to specific industry, workplace and employee needs. 
• Is flexible in design and delivery. 
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5. Consists of a mix of strategies that address individual, environmental and 
organisational issues (people, places and workplace vision). 
 
6. Has a connection to worker health, safety and welfare related efforts and core 
organisational values: 
• Evident within business plans, day to day business practice and operations. 
• Attached to Work Health and Safety systems and approaches, disability management 
practices and Employee Assistance Programs. 
 Program governance is provided through the organisation’s leaders, and 

communicated widely. 
 
7. Regular communication to ensure: 
• Relevant messages and their appropriate delivery. 
• Program values and direction are communicated to the organisation. 
• High visibility of progress and outcomes. 
 
8. Has a long-term commitment to promote sustainability: 
• Promotes quality improvement, aligning program to work practices. 
• Recognises that program design should be comprehensive, but start with modest. 
  Targets and initiatives that allow for scaling up of effective small initiatives. 
 
9. Evaluation that: 
• Measures progress against objectives, and analyses data against agreed criteria. 
• Attaches program tracking and monitoring to other business monitoring. 
• Focuses on continual program improvement and feedback to staff. 
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Healthy Workplace: Quick Guide 
 
Successful workplace wellness programs follow a step by step approach. Consider the 
steps below and use the fact sheets provided, to plan, develop and deliver a worthwhile 
health and wellbeing program that suits your business. 
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How to Get Started: A Checklist 
 
There are many resources available to assist planning, implementing and evaluating 
a Healthy Workplace Initiative. The following is a proposed checklist: 
 
Comprehensive Planning framework: 
 
1. Obtain Management Support 
a. Business case. 
 
2. Establish Healthy Workplace Committee (key decision makers) 
a. Strategic recruitment. 
b. Terms of reference. 
c. Leadership. 
 
3. Conduct Situational Assessment 
a. Environmental scan (baseline information on what’s available, employee 
absenteeism etc.). 
b. Needs and risk assessment. 
c. Organisational change survey. 
 
4. Develop Healthy Workplace Plan 
a. Vision, mission, values, goals, strategies. 
b. Key audiences. 
c. Sustainability. 
 
5. Develop Program and Evaluation Plan 
a. Objectives. 
b. Programs/activities (4 components: awareness and education; behaviour change and 
skill building; health promoting environment; and capacity building) 
c. Indicators. 
d. Evaluation. 
e. Methodology. 
f. Resources. 
g. Timeline. 
h. Responsibility. 
 
6. Obtain Management Support 
a. Plans. 
b. Presentation. 
c. Evidence. 
 
7. Implement Plan 
a. Communication and marketing. 
b. Capacity building. 
c. Events. 
d. Interpersonal activities. 
e. Monitoring. 
f. Conduct evaluation (process, outcome, impact, economic). 
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8. Generate Evaluation Report 
a. Key result areas 
b. Indicators 
c. Results 
d. Implications 
e. Recommendations 
 

A more detailed explanation of each step in the proposed checklist 
follows: 
 
1. Obtain Management Support 
a. When looking at culture change it is important for the health promotion and human 
resource professionals to collaborate and to understand the level of commitment of 
management to a healthy workplace. 
b. There must also be support from owners/employers at all levels, unions/employee 
groups and other key stakeholders.  
 
2. Establish Healthy Workplace Committee of Key Decision Makers 
a. This group would be responsible for planning and steering healthy workplace 
activities.  
b. The committee should include key decision makers, representatives from interest 
groups, and experts. 
 
3. Conduct Situational Assessment 
a. It’s important to understand the existing culture of the organisation and to uncover 
underlying issues affecting job satisfaction and emotional and mental health ontentment 
at work. 
b. It is also important to know the employees’ needs and preferences and those aspects 
management is most prepared to support. Some tools to consider are those offered by 
the Public Service Agency, organisational surveys, focus groups, and suggestion boxes. 
 
4. Develop a Healthy Workplace Plan 
a. Consider the information collected from the situational assessment. The plan should 
address issues related to the health practices, the physical environment, the social 
environment and personal resources. 
b. Each component should have clear goals and objectives, partners, resources 
required, expected timelines and indicators of success. 
 
5. Develop Implementation and Evaluation Plan 
a. This should be a detailed work plan including program objectives, activities and 
evaluation methods.  
b. The plan needs to be revisited regularly to monitor progress and to make any 
necessary modifications. 
 
6. Obtain Management Support 
a. It’s essential that senior management approve the work plan for ongoing support, 
funding and resources. 
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7. Implement the Plan 
a. Key components include communicating and promoting the programs and initiatives 
with employees as well as receiving and responding to feedback. 
 
8. Generate Evaluation Report 
a. This will assist in providing accountability, lessons learned and the ability to share 
successes and course correcting as necessary. 
b. The programs and initiatives need to be evaluated against the goals and objectives 
set during the planning process. 
 
 
 
 

 



12 

 

 

Step One: Getting started 
 Step One checklist.  

 Management commitment. 

 Propose a business case. 

 Create a health and wellbeing policy. 

 Identify resource. 

 Engaging employees. 
 

 

 
 

Step One - Getting started 
Create solid foundations for your program. This step tells you how to get the ball rolling, 
from getting management on board to setting up the structure of your program. 
 
Management commitment 
To be successful, your workplace health and wellbeing program will need the support of 
those around you, including employers, employees and those who can influence the 
workplace environment such as managers, team leaders and Work Health and Safety 
representatives. 
 
It is important that all levels of management understand and support the program. 
Without this, it will be harder to achieve positive results so seek support early in the 
process. In large organisations this may see involvement from middle and senior 
management. For smaller organisations, involve the owner or general manager in early 
and ongoing discussions.  
 
Raising the support and profile of the intended program in a manner relevant to your 
workplace and its managers can be performed with a program proposal or a business 
case. Regardless of the business size or type, create a value proposition that will  
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appeal to business leaders. If you’re in a smaller business, the emphasis may be getting 
business owners to commit to the program.  
 
 
 

To build a workplace with healthy culture and practices, leaders must: 
 
1. Endorse the program. 
2. Connect health with organisational values and practices (building a healthy culture and 
practices). 
3. Educate and engage management. 
4. Commit resources. 
5. Share the vision with staff. 
6. Serve as a role model. 
7. Assign responsibilities. 
8. Reward success (recognition, incentives, celebrations). 

 

 
Propose a Business Case 
Employers and management are becoming increasingly engaged in the health of their 
employees, not only to be socially responsible, but also to improve workplace 
performance. Through properly designed workplace health and wellbeing initiatives, 
organisations are increasing recruitment, retention and productivity and creating a 
competitive edge as an employer of choice. 
 
A business case is an opportunity to make your manager’s decision to run a program 
simpler. By showing that there are numerous ways in which your program can benefit 
both employees and the organisation, you are more likely to gain and maintain support 
from management. It is useful to identify the issues relevant to your workplace and then 
explain how your program will address and impact these issues, for example, reducing 
staff turnover rates, absenteeism, or improving low staff morale. 
 
Measuring program impact can be complex, but in many cases there is already 
evidence or indication of the positive impact of health and wellbeing programs on 
business. Our Business case fact sheet provides facts and tips to assist you to build 
your case. For those who don’t require this level of endorsement, a project proposal 
outlining your intentions may suffice. Linking your proposal to the achievement of 
positive business outcomes may contribute to ongoing commitment. 
 

Create a Health and Well-Being Policy 
A health and wellbeing policy can be instrumental in communicating what you are trying 
to achieve. Composing and committing to a policy creates a formal agreement and 
documents the structure and purpose of your health and wellbeing program. Where 
possible, use the standard policy and procedure templates of your workplace. These will 
be easily recognised by those involved such as employees, management or a human 
resources department. 
 
A good health and wellbeing policy includes elements that identify the purpose of your 
program, who it includes, communication of the policy and a review date. This policy 
should be developed in consultation with employees, including workplace champions, 
elected Health, Safety and Wellbeing representatives and related pre-existing 
committees.  
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For smaller businesses not as familiar with creating policies, this process can still 
become an important component of acknowledging and committing to staff health and 
wellbeing. As you progress, start to consider other related policies that support your 
healthy workplace objectives, for example, flexible work arrangements, meal breaks or 
roster management. A document detailing clearly how you intend to encourage health 
and wellbeing, outlining opportunities for collaborative action planning and regular 
communication mechanisms may suffice. 
 

Identify Resources 
Once you have in-principle support from management, you need to think about what 
you can achieve with the available resources and what else might be required. 
While many workplace health and wellbeing goals can be achieved at no or minimal 
cost, understanding resource types and quantities will provide some indication of the 
size and style of program you can offer. 
 
Remember, a simple program that concentrates on the issues important to staff can be 
just as successful as a large program, if you work within your capacity to include 
employees’ ideas, expertise and interests. 
 
The resources required to run a health and wellbeing program are diverse: 

 Financial Funds for equipment, services, general day-to-day costs, incentives or 
prizes. 

 People Time, energy, focus and commitment to develop, run and participate. 
This may be offered internally and/or utilise external local services or providers. 

 Environmental Infrastructure, pre-existing equipment, access to local or on site 
equipment, programs or services. 

 
Creative planning can eliminate cost pressures, consider: 
• A mix of activity types will attract broader participants, creating value for money. 
• Consideration of environmental and education needs is often a good use of resources 
in the long term. 
• Where can you access in-kind, low or no cost services or equipment? 
• What’s available in-house? 
• What can be tied into pre-existing budgets or alongside pre-existing event planning? 
• Seeking out program partnerships or sponsors through peak bodies, insurers, not for 
profit organisations or health providers? 
• Joining forces with a local or allied business to bulk purchase items or services. 
 

Engaging Employees 
‘Workplace health is something we do with and for people…… it’s not something 
we do to them’ - David Hunnicutt, WELCOA, 2009 
 
From planning and participation through to evaluation, having employees involved will 
strengthen your program by turning it from an idea into something tailored and relevant. 
Staff can and should take part in many ways throughout the life of the program, 
including: 
• contributing thoughts about the workplace’s needs through completing audits/surveys; 
• coordination; 
• program decision making as a Health and Wellbeing Committee membe;r 
• development of health and wellbeing policy or procedures; 
• ideas testing (for example, participating in a focus group); 
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• lending skills to the program (for example, qualified yoga instructor, nurse, massage 
therapist or cook); 
• mentoring colleagues in program coordination or health needs; 
• championing participation and interest in the program; 
• taking part in a range of activities; 
• contributing feedback to organisers, to improve what has been offered; 
• venue or booking organisation; 
• seeking incentives, resources or equipment through personal links to the local 
community. 
 
Getting co-workers involved with planning and coordination relieves the cost pressures 
from your program and perhaps more importantly engages workers, not only benefiting 
your program but employee enjoyment and satisfaction. 
 
As planning progresses, consider methods and frequency of communicating to 
employees about ongoing involvement opportunities. 
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Step Two: Needs assessment 
 

 
 
Step Two: Needs assessment 
Identifying needs – people, places and vision 
 
An effective workplace health program simultaneously addresses individual, 
environmental, organisational and cultural factors affecting employee wellbeing. 
In our toolkit we have organised these factors to three categories, called people 
(individual), places (physical environment) and vision (policy/practice/culture).  
 
A needs assessment is a process of determining and addressing needs, identifying 
“gaps” between current conditions and desired conditions. It is essential to consider the 
needs and interests of your workplace before putting actions, alterations and activities in 
place. 
 
You Should Aim to Find Out: 
• what motivates and interests your workforce; 
• workplace risk factors; 
• indirect worker wellbeing influences, such as policy and workplace culture; 
• participation data on direct opportunities offered in the past such as health activities, 
services and events; 
• social practices promoting or preventing health and well-being; 
• workplace onsite facilities and resources available to support healthy behaviour, 
existing gaps and local facilities;  
• where interested, baseline business data, such as absenteeism, turnover and 
productivity rates. 
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Assess the Needs of Your Biggest Asset – Your People 
The health and activity interests of your employees will give your health and wellbeing 
program its direction, scope and themes. 
 
Determine the priorities of your program according to the people who will take 
part, by: 
• collaborating with your Health and Wellbeing Committee; 
• gathering workplace champions to discuss employee perspectives; 
• discussion at a staff meeting to incorporate ideas; 
• running a workshop with employees across varying positions, ages, shifts and sites; 
• survey of employees to determine areas of interest and priority, such as a staff needs 
assessment; 
• using the Workplace audit to help you to understand what is offered to staff and what 
has been done before; 
• having a suggestion box. 
14 
 
Assess The Workplace Environment: Healthy Places 
It is important for workplaces, large and small, to assess the physical environment in 
which their staff work. An assessment will reveal pre-existing or progressing activities, 
resources and infrastructure immediately available to staff, but allows you to consider 
untapped potential in those areas. This includes the environment beyond the worksite 
and may take in the local area, including businesses, facilities and transport links to and 
from work. 
 
Methods of assessment should include consultation and information collection, such as: 
• performing an audit of the worksite, considering the infrastructure, equipment and 
spaces; 
• liaising with key stakeholders such as managers and Work Health Safety (WHS) 
representatives about potential opportunities (budget, infrastructure use and safety); 
• running a discussion group with interested employees to talk about barriers in and 
around the workplace that prevent participation in healthy behaviours; 
• observation (taking pictures or notes) or monitoring (keeping a count) to determine use 
of the worksite and infrastructure, services or resources that could positively or 
negatively influence health; 
• note and discuss the success and challenges of previous initiatives, activities and 
changes to the worksite to promote health. 
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A Healthy Workplace Vision and Culture: Healthy Vision 
Encouraging a whole of workplace approach to your health and wellbeing requires the 
involvement of policy makers, management or business owners and may require a shift 
in ‘usual practice’. You should aim to determine the priorities, commitment level and 
interests of business decision makers in your workplace. 
 
Find out: 
• level of commitment and policy direction that supports and promotes health by using 
the WELLCOSA Workplace audit; 
• how well health aligns with other business strategies, such as health, safety and 
welfare objectives, work/life balance, and organisational goals; 
• note and discuss the successes, challenges and limitations of previous health 
initiatives, activities and site improvements in relation to day to day practice and 
support. 
 
Important Rules of Needs Assessment 
 
1. Privacy is essential 
When collecting employee details, health information and opinions, ensure that 
distribution, collection methods and questions don’t identify individual respondents. 
Once collected, handle and store survey information securely, providing summarised or 
aggregated results prior to circulation throughout the organisation. Any disclosure of 
personal information without a person’s written consent is unethical and in some cases 
may be illegal. 
 
2. Follow workplace ethics procedure 
Workplaces may have to consider internal ethics processes prior to involving employees 
in surveys and data collection. Participation and subsequent data should be used only 
for the purpose it is intended, and therefore only inform the creation of a tailored health 
and wellbeing program. 
 
3. Participation is a personal choice 
Efforts should be made to ensure that the right of employees to choose to take part in 
the needs assessment stages of your program are protected and communicated. Care 
should be taken to ensure that individual employees do not feel alienated if they are 
unable to take part in some or all of the program activities. 
 
4. Don’t forget to do it again at least every few years 
Initial needs assessment can provide you with a useful understanding of the direction 
your program can take and provide some benchmark statistics and facts. By regularly 
re-visiting, you can track progress and identify areas for change and improvement. 
 
Step Three: Action 

 Step Three checklist 

 Develop program priorities 

 A note on monitoring and evaluation 

 From action planning to delivery 
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Health and Wellbeing Strategies 

 Smoke Free 

 Healthy Eating 

 Drink Responsibly 

 Be Active 

 Healthy Weight 

 Mental and Emotional Wellbeing 

 General Wellbeing 

 Promotion planning 
 
 

 
 

Step Three: Action 
Develop program priorities 
 
It’s time to analyse needs assessment results and shape your program 
Drafted with the support of your committee, you should develop an action plan. It will 
form the everyday ‘how to’ of your program. Having a written plan in place will make it 
easy for key partners, champions and other ‘helpers’ to follow what’s going on and 
what’s expected. 
 
An action plan will take time to develop, but will be made simpler and more efficient if 
you already have: 
• management and other business decision makers on board; 
• support of fellow employees and, where appropriate, have established a Health and 
Wellbeing Committee; 
• determined the purpose of the program; 
• analysed employee needs and wishes; 
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• performed a quick audit of what is already available or being done on site, using the 
Workplace audit tool; 
• knowledge of the resources available to you. 
 
Pulling all of these elements together will highlight the health and wellbeing priorities of 
your workplace. Note and discuss the most prevalent issues emerging from your needs 
assessment. These might be broad topics or themes at this stage. You may find, for 
example, a particular health issue emerges as a leading concern or gaps in health 
knowledge that could be improved.  
 
It’s also useful to consider if employees have identified an area they are ready to 
address. If you know that staff is hesitant to tackle challenging topics, concentrate on 
building up trust and enthusiasm. 
 
Remember, it is important to find a balance of priorities appealing to employees but also 
realistic activities that the business is willing and able to support. You may wish to focus 
on fewer priorities initially and gradually build upon your program. 
 

Take a planned approach 
It is useful to consider the goals, objectives and strategies to meet each identified 
priority. 
 
Goals: Typically quite general, goals are an overarching statement of what you are 
trying to achieve to meet an identified priority 
 
Example 1: Improve Staff Nutrition 
Objectives: Outline the specific measurable objectives required to meet that goal. Use 
SMART criteria (to keep planning on track. Example: To increase the number of staff 
that report eating two fruit and five vegetables per day from 30% at September 2017 to 
45% at March 20183. 
 
Strategies: Are the details behind each objective, outlining the activities required to 
support meeting that objective? Example: Increase access to health information: Offer a 
healthy eating seminar once a year. 
 
Example 2: Increase Access to Healthy Food Choices 
Promote and actively encourage only healthy food fundraisers, establish a working 
group to collaborate with staff and vending machine distributors to increase healthy food 
options of choice in vending machines. 
 
Often there are several ways to meet an identified priority, and as a result, you may end 
up with more than one way to achieve what you set out to do. That’s fine, and 
encouraged as it’s often how thorough and wide-reaching programs achieve success. 
Time spent on planning strategies that offer variety and choice, incorporating a 
combination of people, places and business practice (vision) will be a stronger program 
than one that runs ad-hoc activities and events. 
 
Action planning should also incorporate sourcing of resources, promotion planning, 
coordinating people (services, champions and others) and allocating some time to 
consider and perform evaluation. 
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SMART criteria: 
 

• Specific to workplace and employee wants and needs. 
• Measureable change over time. 
• Achievable considering the resources and support you have available. 
• Realistic, sensible and practical. 
• Time framed reasonably. 
 

A Note on Monitoring and Evaluation 
When considering delivery of your program, you’ll want to make sure it’s running as well 
as possible. A bit of time spent considering what information you need to collect now, 
will save a lot of energy later. 
 
Monitoring and evaluation is the process of determining if your program: 
• captured the needs of your staff; 
• achieved it’s purpose; 
• did so in an efficient and effective way. 
 
Using evaluation and monitoring as tools for ongoing planning and projections, can 
inform the wider stakeholder group, and satisfy management requirements. Review and 
reflection can also inform you of the changing needs of participants and barriers to 
participation, allowing for program goals to shift with the interest and energy of staff. 
 
You’ll find more about planning and conducting your evaluation at Step Four of this 
toolkit. 
 
Remember, good evaluation includes: 
• ensuring the privacy of any respondent throughout the data collection and reporting 
process; 
• capturing baseline data. Once certain of what you want to change, capture indicator 
data prior to influencing participants, so you can determine change over time; 
• data collection and conclusions drawn must relate to the activity or service offered. For 
example, monitoring high levels of participation at a cooking demonstration and 
workshop series cannot directly demonstrate improved fruit and vegetable consumption 
but indicates a popular topic and well regarded opportunity; 
• using a mix of quantitative (numbers) and qualitative feedback (stories and 
comments); 
• only measuring what is required; 
• evaluation can take time to plan and implement, and often asks a lot from participants, 
so cut out anything unnecessary. In many cases, monitoring use and uptake may be 
enough show you that the program is a good investment. Discussion within your Health 
and Wellbeing Committee and other program decision makers will establish these 
boundaries. 
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From Action Planning to Delivery 
In the next section, we’ll turn your action plan priorities from ideas into appropriate and 
engaging strategies. These strategies will come into effect once you’ve decided on the 
goals and objectives of the priority issues at your workplace.  
 
The Healthy Workplace initiative has a focus on modifiable risk factors of going smoke 
free, healthy eating, being active and responsible alcohol consumption (SNAP). We’ve 
also considered the way emotional wellbeing and excess weight interacts with these risk 
factors and health in general. 
 
You need to look at multiple aspects within the workplace to address employee 
health, including: 
• Healthy Vision: addressing cultural perceptions and commitment from management, 
encouraging business to consider how usual practice might support and encourage 
healthy behaviours. 
• Healthy Places: addresses environmental factors preventing individuals from being 
healthy and offering the resources that actively encourage healthy behaviours 
• Healthy People: focuses on individual needs, such as improving access to services 
and information, improving the health knowledge and skill level of employees to 
encourage adoption of healthy behaviours. 
 
The strategy recommendations in this toolkit might be used as program start-up ideas or 
to build upon pre-existing activities. Each workplace has unique priorities and 
resourcing, so this is a rough guide. You may choose to select simpler opportunities 
from the ‘Ideas to get you started’ category if you are new to health and wellbeing 
programs then ‘Build your program’ to strengthen over time. 
 
 

Don’t forget, the most successful health and wellbeing programs are 
those that incorporate a combination of people, places and vision. 

 

 
 
 



23 

 

 
Health and Wellbeing Program Strategies 
 
Smoke Free 
Why promote going smoke free? 
 
Tobacco smoking is the single greatest cause of preventable death in most countries.  
Smoking causes a range of serious health problems including cancers, coronary heart 
disease, stroke and chronic lung diseases. There is no safe level of tobacco smoking. 
 
Nicotine in cigarettes is highly addictive, and quitting is extremely difficult. In fact most 
people try to quit multiple times before they are successful. Quitting is one of the best 
things someone can do to improve their health and the health of friends and family. 
Importantly, some health and other benefits can be enjoyed almost immediately. 
These benefits occur at any age, and can range from increased life expectancy and 
improved quality of life, to significant financial benefits. 
 
The majority of South African smokers have made a previous quit attempt. More than a 
third have tried to quit in the past year and more than half intend to try to quit in the next 
six months, indicating that there is the desire and need to support those considering 
quitting. 
 
A smoke-free workplace is the best way to start addressing smoking rates within your 
organisation.  
 
The benefits of a smoke-free environment include: 
 
 lower absenteeism due to improvements in the health of 

employees;  
 increases in productivity and fewer staff affected by tobacco-

related illness; 
 enhanced workplace safety; 
 minimised risk of prosecution or civil action by employees 

who are exposed to environmental tobacco smoke; 
 compliance with legislation, including the Tobacco Act, Work 

Health and Safety Act and smoking bans within enclosed 
workplaces; 

 improvements to staff morale; 
 reduced risk of fire damage or other accidents related to smoking; 
 a cleaner and more pleasant workplace environment with lower cleaning and 

maintenance costs associated with smoking; 
 creation of fair working conditions for both smokers and non-smokers; 
 your workplace’s promotion of a healthy corporate image. 
 
 
How do we help workers go smoke free? 
The table offers strategies to address smoking in the workplace. There are several 
areas of focus, especially through the creation of policies as well as providing 
information, support and environmental changes. 
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Healthy Eating 
Why promote healthy eating? 
 
There are lots of reasons why it is important to promote healthy eating within the 
workplace, especially to those staff who consumes most meals at work, or foods 
provided by the workplace. 
 
Good nutrition contributes to general health and wellbeing as well as the prevention and 
management of chronic disease such as heart disease, some cancers and type two 
diabetes. 
 
Each additional daily serve of fruit and vegetables can reduce the risk of coronary heart 
disease and stroke and is associated with reduced risk of weight gain, yet only 10% of 
the South African adult population consumes the recommended five serves or more of 
vegetables per day and 45% the recommended two serves of fruit. 
 
Healthy eating can mean many things to different people. Generally a healthy diet 
includes getting fruit and vegetables into your day, watching your salt, saturated fat and 
sugar intake and balancing kilojoules intake according to our body’s needs. 
 
Workers can face access and affordability issues as well as knowledge about healthy 
options.  
 
Targeted efforts can address these possible concerns: 
• lack of affordable healthy food options from surrounding 
food outlets, onsite food services, vending machines or 
while travelling for work; 
• lack of preparation and storage facilities; 
• poor understanding of healthy choices or preparation 
methods; 
• the culturally accepted or encouraged eating patterns of 
the workplace; 
• shift work practices; 
• regularity of unhealthy meeting and function catering. 
 
These factors can make it difficult for employees to maintain consistent healthy eating 
habits. 
 
How do we help employees choose healthy eating? 
The workplace is in a great position to encourage and support employees to learn 
about, and make healthy food choices. 
 
The list that follows suggests strategies you can use to improve diet and hydration in the 
workplace through business practice, environment and people-centred approaches. It’s 
more likely to be successful when a range of these complementary strategies are 
incorporated but each can be adopted one by one. 
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Drink Responsibly 
Why promote responsible alcohol consumption? 
 
Alcohol is the most widely used drug in South Africa and Australia and is an accepted 
part of our culture and way of life. South Africans consume alcohol for relaxation, 
socialising and celebration.  
 
The national guidelines for alcohol consumption recommend no more than 2 standard 
drinks on any day are consumed to reduce the risk of disease or injury. 
 
Risky or excessive alcohol consumption can have a variety of negative effects that are 
costly for both employers and to the employees themselves.  
 
These include: 
• increased risk of weight gain, some cancers, liver disease and cognitive impairment 
associated with chronic use; 
• reduced productivity; 
• absenteeism and loss of expertise through premature retirement due to illness 
• increased frequency and cost of workers compensation due to an unsafe working 
environment and accidents; 
• social and financial cost to the employee; 
• costs to other employees. 
 
The implications of alcohol misuse on workplaces and staff can be wide reaching. All 
have the potential to cause social, relationship and financial problems. 
 
Workplace factors that increase risk of alcohol misuse include: 
• access to and availability of alcohol (such as at workplace functions); 
• shift work; 
 working conditions (for example, hazardous or dangerous work, poor quality 

equipment, insufficient resources); 
• management style (for example poor or low levels of supervision); 
• interpersonal factors such as workplace bullying and conflict; 
• inadequate job design and training; 
• stressful workplace environment with unrealistic responsibilities, targets, etc. 
• workplace culture. 
 
High-risk alcohol consumption is not only a potential workplace safety concern, but also 
a risk to the health and wellbeing of individual workers and the wider community. 
 
How do we help employees reduce their alcohol consumption? 
The following table gives some suggestions on what you can do as an employer to 
encourage employees to adopt healthy behaviours around alcohol consumption, both 
for their own personal health and also that of their fellow employees. 
 
If you are worried about the consumption of alcohol on site or socially, or about 
individuals being under the influence at work, it is important to address this by using a 
range of these strategies to change the environment, change the social culture and to 
assist employees in their personal endeavours to reduce their drinking. 
 
A formal alcohol policy should be at the heart of preventing and managing alcohol-
related behaviours in the workplace. The policy developed in consultation with 



29 

 

employees, and applied equally to all levels, must clearly state acceptable behaviours. 
The consequences of any unacceptable behaviour should be clearly communicated to 
all staff. 
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Be Active 
Why promote physical activity and reduce sitting time? 
 
In South Africa, the risks associated with being physically inactive are ranked second 
only to tobacco smoking, in terms of injury and burden of disease. 
 
It’s good to be active. No matter the stage of life, everyone can benefit from being 
active, and it doesn’t have to be strenuous to be physically and emotionally beneficial. 
All it takes is 30 minutes a day, even broken up over the day, on most days of the week, 
including activities like walking, to feel better and live longer. 
 
Longer working days and increasingly sedentary work and leisure practices have made 
it challenging for the majority of people to meet recommended levels of physical activity.  
 
The benefits of physical activity to workplace and employee are: 
• reduced employee stress; 
• fitter and stronger employees; 
• leading to reduced absenteeism. 
 
Even if your employees are active before and after work, they should still be 
encouraged to sit less and move more, to significantly reduce risk of health problems. 
Most adults are completely inactive, spending long hours sitting at work and/or 
engaging in sedentary hobbies, such as computer games or watching television. 
 
Too much sitting is bad for health and time spent being completely inactive is now 
associated with heart disease and diabetes, particularly in relation to increased blood 
pressure, blood fats and blood glucose levels. 
 
Longer term, increased chronic disease risk linked to workplace sitting may indirectly 
contribute to detrimental business outcomes and contribute to costs. 
 
How do we help workers increase their physical activity? 
The table that follows will give you some ideas on how to tackle inactivity and also 
reduce sedentary habits in the workplace. The workplace is a great place to build 
opportunities for staff to be active in their working day and beyond. 
 
 

 



32 

 

 



33 

 

 

 
 

 
 

 

 



34 

 

Comprehensive Approach to Health Practices Category 

 
The focus of the workbook is to provide best practice and evidence-based resources, 
tools, links and ideas to plan and support healthier choices in the workplace. This 
serves as a reminder that a comprehensive approach includes activities in each of the 
following areas: 
 
• Awareness and Education. 
• Behaviour Change and Skill Building. 
• Health Promoting Environment. 
• Capacity Building. 
 

Component 1: 
Awareness and Education 
 

This component increases employees’ awareness of both the benefits of physical 
activity, healthy eating, stress management and tobacco cessation and to point them to 
the information and resources to help them take the first steps to enhancing their own 
wellness. 
 
Examples include: 
• Distribution of healthy living print materials. This can be accomplished by creating 
resource areas in lunchrooms or other common areas. Materials would include self-
assessment tools on lifestyle issues, healthy living fact sheets, and smoking cessation 
brochures. 
• Healthy living posters in the workplace. 
• Motivational messages on white and bulletin boards. 
• Newsletters – both internal and from other organisations. 
• Special messages on key theme dates such as Move for Health Day, Nutrition month 
and National Non-smoking Week. 
• Healthy workplace website or web pages to connect employees to links for interactive 
interventions regarding healthy lifestyles, community events, resources and contacts. 
• Daily health email messages. 
• Health Cart - a special mobile resource section set up in the library for employees to 
access self-help tools, resources on healthy behaviours and pedometers for loan.  
• Lunch hour lectures on health related topics. 
 
 

Component 2: 
Behaviour Change and Skill Building Interventions 

 
This component provides opportunities for employees to develop new healthy living 
skills and supports the maintenance of healthy practices by providing access to best 
practice interventions and resources such as books and pedometers.  
 
Activities and ideas may include: 
• Special events, challenges and activities such as 10,000 Steps Challenge, Bike to 
Work Week, Stairwell Climbing Challenges, 5-10 A Day Fruit and Vegetable Challenge, 
Hearts@Work health fair, Corporate Games, etc. 
• Selling or lending pedometers to employees (pedometers on loan in central area such 
as library). 
• Books to assist goal setting and behaviour change related to health practices. 
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• Walking clubs. 
• Healthy living breaks/stretches during meetings. 
 
See some successful health practice interventions and activities below. 
 
10,000 Steps Challenge: (Pedometer Monitoring) 
Goal: To increase employees’ awareness of their baseline activity level and to 
encourage an increase in the amount of walking they do during the day. 
Description: Employees are provided with a pedometer on loan/or for purchase. During 
orientation, employees are provided with verbal and written instruction on how to use 
the pedometer, logging information and weekly goal setting. They are also given 
progression programs to assist them in increasing walking distance safely and 
appropriately. 
 
Bike to Work Week Campaign 
Goal: To increase the number of employees who use active transportation to and from 
the workplace. The goal of the Bike to Work Week campaign is to increase the number 
of new cyclists during this campaign week. 
Description: Employees are provided with support to cycle to and from the workplace.  
Support includes safe cycling workshops, safe cycling route information and tools to 
record their distance over the campaign week. 
 
Stairway to Health: Health Stairwell Interventions Initiative 
Goal: To increase the number of employees taking the stairs instead of the elevator to 
improve their overall physical health. 
Description: 
• Paint and artwork: To introduce employees to the physical changes in the stairway, an 
art judging contest could be used to encourage employees to enter the stairway to vote 
on their favourite painting/ artwork. 
• Point of decision prompts: Posters that prompt employees to use the stairs are posted 
(varying the poster every 2-3 weeks) at the point of decision.  
• Music in the stairs • Stair-climbing challenges (individual and team event challenges): 
Employees can be given the goal of climbing selected structures, e.g. CN Tower, Eiffel 
Tower, Mount Everest. 
Employees record every flight of stairs they climb in the building. The accumulated 
points are marked on a picture or drawing of the structure. Participants are given an 
activity diary to record their efforts. 
• Personal monitoring of stair use: Employees can register on the Stairway to Health 
website where they can log their daily stair use and calculate their caloric expenditure. 
• One-day incentive program: Provide incentives to facilitate employees to make the 
shift to stair use for one day. 
 
Tobacco Cessation Programs 
Goal: To reduce the number of employees who use tobacco. 
Description: Create a Quit-Now Hotline. 
 
Eat Well, Live Well: Resources 
Goal: To increase the number of employees who eat 5-10 fruits and vegetables a day, 
5-10 servings of whole grains and meet the recommended guideline for fat intake. 
Description: Dieticians have a set of e-health resources that support individuals in 
assessing their eating and creating a plan to improve it. One example of support in the 
workplace is the 5-10 A Day Fruit and Vegetable Challenge. 
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Component 3: 
Health-Promoting Environment 
 
This component creates a supportive environment to make the healthy choices the easy 
choices for employees. Health promoting policies may be “cultural” such as the 
encouragement of flexible work hours to accommodate healthy lifestyles or “physical” 
structural changes such as the availability of bike racks and change rooms.  
 
For example:  
• Shower, change rooms and locker facilities. 
• Bicycle storage facilities. 
• Flexible work hours such as extended lunch hours to accommodate healthy 
behaviours in the workplace. 
• Employee access to public facilities at reduced rates/discounts. 
• Appropriate time to implement and sustain activities. 
• Indoor and outdoor walking “trails” and routes. 
• Participation in walking meetings and clubs. 
 
Food Policy 
Goal: To increase the number of employees who eat healthy by increasing the selection 
and availability of nutrient dense foods available in the workplace. 
Description: 
a. Vending Machines: work with the supplier to increase healthy choices, product 
labelling and differential price points for healthy food choices. 
b. Cafeterias: work with the supplier to increase healthy choices and point of choice 
labelling to enhance employee awareness of the healthy choices. 
 
Stairway Policy 
Goal: To increase the number of employees who are active in the workplace by 
increasing stair use and decreasing the barriers to stair use. 
Description: The use of point-of-decision prompts at all levels and creating a 
supportive and aesthetically pleasing environment through: 
• Paint and art work in the stairwells. 
• Carpet and rubber treading to increase safety and make it more inviting. 
• Music. 
 
Smoke-free Workplaces, Vehicles and Grounds Policy 
Goal: To protect employee health by reducing the number of employees exposed to 
second-hand smoke. 
Description: Ensuring the organisation grounds and vehicles are smoke-free in 
addition to existing restrictions on smoking indoors and in restricted areas surrounding 
building entrances and air intake vents. 
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Component 4: 
Capacity Building 
Ongoing monitoring and evaluation will assist in developing evidence based policies 
and programs that promote, support and enable healthy workplaces. Having an 
evaluation framework and success indicators in place is essential to the success and 
sustainability of the program.  
 
Performance measures should be based on the goals of the program and assessed at 
baseline as well as throughout program delivery. These results can identify any 
adjustments necessary to achieve the goals and ultimately to determine if the program 
should continue. 
 

Employee Recognition and Incentives 
The purpose of employee recognition, rewards and incentives is to enhance motivation 
for participation, which is normally 20-30% of the employee population. As employees 
participate in healthy workplace activities they are eligible for recognition and incentives.  
 
This can be done through: 

 Participant certificates. 
 Prizes for participation and achievements. 
 Recognition of participation through electronic and printed distribution (e.g. email 

announcements and newsletters) 
 Random “door prizes”. 
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Maintain Freshness 
 

Hints that your program is not running as well as anticipated might include lagging 
participation numbers and going over budget.  
 
The following tips will help you maintain the freshness and momentum of your 
wellness program over its lifetime: 
 
• don’t do too much at once, take a phased approach; 
• revisit the needs assessment step to re-assess employee interests. These can change 
over time based on season, media popularity and with employee turnover; 
• consider changing tack if your program isn’t achieving optimal participation rates. 
Tweak the delivery format, timing, service provider or offer incentives; 
• engage an external guest speaker rather than in house; 
• offer training opportunities to relevant and engaged staff to increase skill and interest; 
• mix your health and wellbeing events with other workplace events to maximise 
involvement; 
• remember to reconsider workplace influences outside your program that may be 
affecting morale and involvement. Work with management to discuss their impact; 
• consider revamping or increasing promotion to raise awareness and interest, via 
workplace champions; 
• link your activities to others in your local community and national campaigns; 
• diversify the membership of your Health and Wellbeing Committee; 
• be creative in incentives and rewards to raise interest and motivation. 
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About WELLCOSA 
The Wellness Council of South Africa (WELLCOSA) is one of the nation’s most 
respected resources for building high-performing, healthy workplaces. WELLCOSA has 
a reputation for helping business and health professionals improve employee well-being 
and create healthier organisational cultures. 

 
 
Our Vision 
As one of the nation’s premier resources for workplace wellness, our mission is to serve 
business leaders, workplace wellness practitioners, public health professionals and 
consultants of all kinds by promoting membership, producing leading-edge workplace 
wellness publications and health information, conducting trainings that help workplace 
wellness professionals create and sustain results-oriented wellness programs and 
creating resources that promote healthier lifestyles for all working South Africans. 
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