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Delivering Enterprise Wellbeing Solutions
Overview

Delivering an eﬀective wellbeing oﬀering to employees can be diﬃcult. Understanding the
issues that are most pressing, identifying appropriate responses and communicating clearly
all require time, eﬀort and savvy. And all too often, once the plan is in place and the
resources are available, organisations struggle to get traction with the initiatives that they
have poured time and money into. While many employers oﬀer an employee assistance
program (EAP) as part of their beneﬁts packages, these services often go unused or
underused because employees aren't aware of them or don’t understand what they provide.
Employees may also feel that there is a stigma around using these services. This missed
opportunity is not only a hindrance to workers getting help they need, but it can be a costly
venture that undermines necessary investment in wellbeing programmes.
There are a lot of moving parts involved in providing meaningful and valuable wellbeing
support in the workplace. The allocation of resources, shifting working schedules and
structures, ensuring regional and departmental buy-in for the initiatives you have planned
and in place and getting your IT ducks in a row all demand a lot of attention. This practical
guide is designed to help you navigate the diﬃcult terrain posed by the tangle of increasing
organisational buy-in for your initiatives (from board and employee), clarifying the role of
wellbeing in company culture, implementing your vision and evaluating its impact.
With insight from our latest guide, you will be better placed to create a considered plan for
your organisation that will cover each step required from groundwork through to the
implementation of eﬀective solutions.
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Foundations for
Success
Strategy
There is no one single wellbeing solution and there is no one single way
of delivering a wellbeing oﬀering. In order to deliver an eﬀective and
appropriate response for your colleagues, you have to understand what
it is that your wellbeing oﬀering is intended to achieve. What issues are
most pressing and how can they be handled? What parties in the
organisation are best placed to manage the wellbeing response?
What tools and initiatives are already in place? Where can the greatest
impact be made? What does success look like and how can you measure
it? Before diving in, get your feet on ﬁrm ground with regard to the
requirements of your organisation. From here, identify the most suitable
responses and decide how to deliver them. Having a clear strategy to
rely on and refer to will help to cut out noise and minimise distraction
and wasted eﬀort, allowing you to invest your time and resources wisely.
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Foundations for Success
Leadership
Without endorsement from leadership and the people with decision-making power, your
best-laid plans are likely for nought. Securing involvement from the board, senior
management, team leaders and other inﬂuential colleagues is a must. These individuals
can put their weight and inﬂuence behind your suggestions and getting them to champion
your plans will provide much needed oomph, pushing your message to every corner of the
organisation with a seal of approval.
Leadership is not limited to board members and senior staﬀ. Employees at all levels can
champion wellbeing initiatives. In fact, having familiar faces that regularly promote
wellbeing is a crucial step in making employee wellbeing a pillar of company culture.
For those individuals who possess decision-making power, their advocacy for particular
wellbeing programmes can prove pivotal and do a lot to spread enthusiasm among all
stakeholders. Directors wield signiﬁcant inﬂuence, and their approval can create
positive ripples through the organisation.

Culture
Remember: “Culture eats strategy for breakfast”. However crisp and compelling your
strategy is, a necessary ingredient for success will always be proper ﬁt with company
culture. The people who execute and promote your strategy will do a better job if that
strategy coheres with their values and the environment of their team and the
organisation at large.
And more broadly, their colleagues will garner more beneﬁt if the plans are a cultural
ﬁt and the initiatives speak to their needs and in a voice that resonates with them.
A wellbeing strategy that coheres with company culture is more likely to secure buy-in
from employees at all levels of the organisation, speeding up the process of
implementation. Not only can cultural ﬁt speed up the process of implementation,
but it helps to cement those wellbeing initiatives as part of the fabric of company
culture itself.
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Foundations for Success
Internal Comms
Communication is key. Let all your employees know what beneﬁts are available, when
they will become available, how to access them and how to troubleshoot any problems
that arise. There is a ﬁne balance to strike between overcommunication and under
communication when it comes to wellbeing resources. Obviously these measures are
intended to support employee wellbeing — you don’t want to pester, irritate or distract
your colleagues. Clarity is key. And where possible, communicate your wellbeing oﬀering
in a targeted manner by location, department, or other individual characteristics.
The communication channels that are used at your organisation will inform the comms
that you create. Where will you host permanent links? How will you publish updates and
exciting news? Where can discussion for improvements to the wellbeing resources on
oﬀer take place? Understanding the shape of your communication infrastructure is
important when planning your comms plan. Your ultimate goal is to provide excellent
wellbeing support to every employee. How you communicate what is on oﬀer is vital to
achieving that goal.
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Foundations for Success
Employee Engagement
Your wellbeing programmes are designed to support and improve the wellbeing of your
employees. So it almost goes without saying that their engagement is crucial. Without
good levels of employee engagement, the impact of your initiatives will be limited and
you’ll miss out on the return on investment that good levels of participation can bring.
Educating your staﬀ on new initiatives helps to build awareness and clarify the purpose
of new tools. This should go beyond one way communication channels. Holding multiple
webinars so that your colleagues can join in whatever their time zone is a simple step
when introducing new tools and resources. Oﬀering refresher webinars for new starts
is a good way to make sure your whole workforce is up to speed on the beneﬁts
available to them.
Creating regional or departmental wellbeing ambassadors can help to instil a ﬁrm
foundation of wellbeing in each corner of the organisation. These ambassadors can
act as a ﬁrst point of contact for questions and feedback, directing colleagues to
relevant resources and expressing a commitment to improving their working lives.
And tailored communications campaigns in the lead up to deployment and around
crucial points in your wellbeing calendar are recommended in order to increase
uptake, engagement and tie your resources to the issues that they are designed
to address.

Disciplined Execution
Transforming a wellbeing strategy into a successful programme requires a clear plan
and a structured process to implement the plan. The plan must be developed in a way
that creates shared ownership across the organisation. The plan itself should have
clear deliverables, timelines and responsibilities assigned. Where there are
dependencies such as on IT, this should be identiﬁed upfront and incorporated
into the plan.
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Foundations for Success
Make sure that each major deliverable necessary for the success of your programme is
assigned to a person who accepts ownership of the actions required to complete it.
And when assigning tasks, be sure to note the value that will be derived from completion.
People are more likely to feel a strong sense of professional ownership when they have
a clear picture of the purpose of their actions. Once implementation starts, regular
check-ins allow progress to be monitored and challenges to be identiﬁed and
solutions proposed.
A successful implementation does not itself guarantee a successful wellbeing
programme. Measuring, monitoring and maintenance are equally as important to
success. The actions that are relevant to the maintenance of your wellbeing programme
will likely diﬀer from those needed to initially implement it. Knowing this from the outset
will help you to allocate the diﬀerent types of actions required at the appropriate time
and to the appropriate colleagues.
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Planning
Establishing an eﬀective implementation framework is an indispensable
step when introducing new wellbeing measures or promoting existing
oﬀerings in your workplace.
A well considered plan takes into consideration all aspects of wellbeing,
taking a holistic approach to health that includes the cultural, physical,
mental, social, ﬁnancial and digital environment required to make the
programme a success. Depending on the size and shape of your
organisation, these factors and the way they relate to one another
may be more or less complex. In any case, having an implementation
plan in place is essential to make your wellbeing proposition a success.
Putting an implementation plan together is an opportunity to link what
may be disconnected employee beneﬁts and support mechanisms and
communicate clearly and personally with each of your employees in
every corner of your organisation. Putting a little bit of eﬀort in at the
front end to get the parameters of this implementation framework into
a satisfactory position can help deliver better results: greater uptake of
employee beneﬁts, more connection between colleagues, better
sentiment from employees towards the organisation, and happier,
more productive employees.
Involving employees in the planning process itself can provide a lot of
value. After all, these are the very people for whom your wellbeing
measures are intended to beneﬁt — they likely have relevant thoughts
on what is needed and what would be most appreciated. Including voices
from every part of your organisation will add much needed ﬁrst-hand
insight. Make sure that each department, level of seniority and tenure are
represented, and aim to gather input from a diverse array of employees.
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Framework Thinking
Before leaping into implementation, make sure to put in place a sensible
and appropriate framework for the project before you. You want to deliver
maximum value from your investment, and your plans and actions should
be guided by this intention. Understanding the current state of your
wellbeing proposition is a good ﬁrst step towards creating a framework
that works for your organisation. What areas of employee wellbeing are
not being addressed? In what areas is your organisation excelling?
Are there any aspects of wellbeing that you haven’t considered?
Ascertaining the areas of strength and neglect in your current wellbeing
oﬀering provides the initial pieces of your new framework.
With that in mind, we created an implementation tool for organisations
to help evaluate their wellbeing strategies. This survey, based on the NHS
Employers Health and Wellbeing Framework, consists of 17 assertions
across 6 categories that capture the key elements of any corporate
wellbeing strategy — including mental health, leadership and healthy
working environments.
The categories included in this implementation tool are:
Leadership & Management
Data & Communication
Healthy Working Environment
Mental Health
Musculoskeletal
Healthy Lifestyles
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Framework Thinking
Leadership & Management:
How involved are senior leaders in steering the wellbeing agenda, are suﬃcient resources
provided to eﬀectively meet objectives and does management have a vision and strategy
for the organisation, demonstrating the values and culture that it seeks for the organisation
at large?

Data & Communication:
Are decisions guided by data and evidence in a supportive environment where disclosing
health needs is encouraged and ongoing communication about targeted wellbeing
campaigns is a priority?

Healthy Working Environment:
Is the physical environment in which employees work safe, healthy and conducive to
good wellbeing, with healthy lifestyle choices made easy for everyone?

Mental Health:
Do staﬀ have access to mental health support (self-management, peer support and
access to professional help) and are working practices and conditions that contribute
to poor mental health actively managed?

Musculoskeletal:
Does workplace culture support healthy lifestyles, are interventions for preventing
negative health outcomes in place and is support available for staﬀ to maintain good
musculoskeletal health and manage conditions in the workplace?

Healthy lifestyles:
Does workplace culture support people to take good care of themselves, rewarding
healthy activity such as having a good work-life balance? And do staﬀ have access to
interventions that help them to make healthier choices regarding sleep, nutrition,
ﬁnances and more, with targeted interventions available on an individual needs basis?
You can access our free online implementation tool here: https://plan.welbot.io
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Framework Thinking
Each organisation that completes the survey receives a report with insight into the areas
where they are excelling, the areas where more attention is required and personalised
recommendations for improving those wellbeing strategies. These recommendations
serve as practical guidance for employers who are implementing wellbeing initiatives
and considering investing in new wellbeing resources to support their employees.
Taking stock of where your existing responses stand and creating a plan to get them
where you want to be is an essential step towards providing a meaningful wellbeing
proposition for your employees. Understanding the general principles of what delivering
a holistic and eﬀective data-driven wellbeing plan entails can help you to put your best
foot forward. These principles can be used as guideposts to ensure your plan covers all
the ground that it should, is led by evidence, is ﬂexible and can respond to employee
wellbeing needs as they arise.
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Implementation
A great deal of thinking, planning and eﬀort goes into creating a healthy
workplace. An organisation’s wellbeing programme is but one crucial
element of the whole picture. The wellbeing programme in many
organisations is multifaceted, including EAP, healthy eating options,
ergonomic workstations and digital wellbeing solutions. Digital tools are
now indispensable to wellbeing programmes and can range from online
resources to health intervention technologies in the form of desktop
applications, mobile apps and wearables. Finding and implementing the
right digital solution can be critical to success, supporting the long term
health and wellbeing of an entire workforce.
Putting your plans into practice requires coordinated action. Good
project management is required to deliver smooth implementation —
and smooth implementation of your programme provides a solid
foundation for continued success. Be clear about what actions are
required from IT, from HR, from your wellbeing providers and with
respect to internal communications. Assign each action to a named
person or group and spell out how each action relates to the
implementation as a whole. Successful implementation relies on
campaign execution; campaign execution relies on key actions being
completed in sequence; completing key actions relies on clear
communication and cooperation.
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Implementation
Stakeholder Management
Identify the stakeholders for any new wellbeing initiatives. This will vary in each
organisation but generally includes wellbeing providers, HR leads, department heads,
wellbeing champions and IT. Coordinating implementation is a subtle endeavour and
each stakeholder will have their own pre-existing priorities. Setting up regular meetings
with all stakeholders to maintain momentum and clarity at each stage of implementation
is a good step. Share timelines for implementation milestones and identify which parties
are responsible for communicating updates to each part of the organisation. And this
cannot be overstated: involve IT right from the start and at each step thereafter. The
digital environment is an inescapable factor when delivering wellbeing programmes
and the last thing you want is for a compliance or network compatibility issue to trip
you up when you least expect it.

Tools & Channels
You have a wealth of helpful tools at your disposal in the form of your organisation’s
digital environment. Email, Slack, Teams, Facebook Workplace, Google Workspace,
Jabber and other forums and intranet platforms are excellent tools for promoting
wellbeing initiatives. They provide great visibility and, depending on the culture within
your organisation, can be a place where questions can be asked and answers can
be given. When implementing wellbeing programmes, communicating simple messages
across multiple platforms helps to cement understanding and awareness in the minds
of your employees.
The NHS health and wellbeing framework sets out the standards for supporting staﬀ
to feel well, healthy and happy at work. In addition to the actual health interventions
that make up your wellbeing programme, the NHS framework outlines organisational
enablers as crucial to health intervention success. These enablers come in the form of
Leadership & Management, Data and Communication and Healthy Working Environment.
The digital environment is an arena in which these three organisational enablers can be
tied together: promote messages from senior management, note that the new wellbeing
tools are not a means of surveillance and conﬁrm GDPR compliance, and encourage your
colleagues to make the most of the wellbeing resources available to them.
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Implementation
Ongoing Insights
There is a treasure trove of data and insights available in your organisation. The key to
driving really excellent wellbeing programmes is to identify what data is relevant, capture
it, track it, make sense of it and act upon it. The end goal is to support improved wellbeing
for a greater proportion of your workforce. The key to delivering ongoing insights is to sift
through the data generated by employee behaviour, distinguish between what is relevant,
valuable and appropriate to collect and what is not.
Anytime you are collecting employee data, you should be transparent about the fact that
you are collecting this data and the purpose for which it is being collected. Each employee
should be fully aware of this and should be given the opportunity to opt out. Workers tend
to be much more trusting of employers who are straightforward and honest about the fact
that data is being collected — and trust is strengthened further when GDPR compliance is
assured. When data is being collected for the beneﬁt of the employees themselves, they
are more willing to share that information.
Surveillance of individuals is not the name of the game when it comes to employee
wellbeing. More likely, you are looking for trends and patterns in behaviour across
the organisation or within particular geographic or departmental pockets. Where are
employees working especially long hours? What department reports consistently low
mood? Why did last month see a steep decrease in communications? When you identify
patterns, you can take action to steer your colleagues towards healthier habits and
more positive outcomes. A truly responsible use of data works out better for each
individual and the organisation as a whole.

Internal Communication
It is important to prepare employees for any new technology that you introduce as part of
their working setup. Be clear about what each technology is for and be clear about what it
isn’t for: for instance, communicate that a technology is there to support mental health and
is not a means of surveillance. Also be clear about how much attention should be devoted to
new technology: should each employee engage a few minutes each hour, each day, each
week, each month? Without clarity, confusion can reign.
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Implementation
Also be clear about dates of implementation. When will technology be available? How can
employees access it? Is this technology required or is it voluntary? Don’t be afraid to share
this information through multiple channels of communication. Where clarity is desired,
sometimes more is more. Consider creating a conversation within Teams or Slack
dedicated to the new technology. Arrange webinars or circulate an online demo so
each employee can get a ﬁrst hand picture of the technology to come. And make space
for feedback. You might not be able to act upon it right away, but it will help when handling
similar situations in the future and will give you a sense of where any points of friction might
lie when implementing new technology for your employees.

Keeping Up Momentum
Continued eﬀort is required to ensure your programme is enjoyed by your colleagues in the
long term. Often “destination” tools like intranet resources and educational portals with static
content are underused because they are diﬃcult to remember and aren’t compelling enough
to visit for a majority of employees. Dynamic tools that respond to each user’s activity and
change over time are more likely to deliver good engagement in the long run. These tools
provide more fodder to maintain momentum in your organisation: feature updates, content
refreshes and product demonstrations can keep these resources on your staﬀ’s radar.
Communicating these updates requires promotion from within your organisation. Your
wellbeing provider should be able to supply supporting materials and chip in on your
campaigns, but periodic reminders and standalone initiatives are great for sustaining
ongoing engagement. As with the actions required to implement, an identiﬁable plan for
driving continued use and participation helps to extract maximum value from your
programme. It is unlikely that your programme is a perpetual wellbeing machine: your
energy, commitment and execution will keep the motor running.

36%

Through segmented user data, one Welbot client saw positive
mood responses increase by 36% in a regional oﬃce where an
organisational reshuﬄe had taken place, immediately validating the prudence
of the managerial decisions that had been taken.
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Measuring Success
It is essential to measure the progress of your initiatives. Understand what
success looks like. Can you quantify it? Is there a benchmark against which
you can stand? What outcomes will success deliver? It is important to
measure the impact of your initiatives — both positive and negative,
qualitative and quantitative. This allows you to make adjustments, to
understand where investment is needed and where attention should
be devoted.
Furthermore, recording impact makes it easier to communicate successes.
If your initiatives are working wonders, you’ll want the world to know. Be
conﬁdent demonstrating quantiﬁable results to your key audiences and
back up numbers with textured feedback. When things go well with your
wellbeing programmes, your colleagues will feel better and more cared
for. Communicating the impact of wellbeing initiatives is one way of
continuing the wellbeing conversation: it shows what has happened
so far, can provide direction for what should happen next, and invites
stakeholders to provide feedback so more successes can be achieved
in the future.

91%
One Welbot client shifted to a 4-day-week in May of 2021
and was able to see the enormous eﬀect this change had
on their staﬀ: staﬀ reported a good mood 91% of the time
during the shortened working week as compared to 74%
during the traditional 5-day-week.
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Summary
All in all, putting eﬀective wellbeing programmes in place is not exactly a cinch. You have
to understand the challenges that are particular to your organisation and the individuals
who work there, being attuned to the size, geography and work patterns at play. You also
need to understand the role that company culture plays in shaping what initiatives are
likely to ﬁt and be able to capitalise on the momentum that approval from the workforce
and leadership provides. Sticking to your agreed framework, while being deft in your
adjustments, keeping all stakeholders updated requires care, discipline and cooperation.
There is, undoubtedly, a signiﬁcant amount of work up front. But it is certainly worth the
eﬀort. Plan well and your labours will bear fruit. And the fruit of those labours is a happier,
healthier workforce.
How good is your corporate wellbeing implementation planning?
Based on the NHS Employers Health and Wellbeing Framework, you can evaluate how
well your company's corporate wellbeing strategy and initiatives are performing using
our online planning tool at plan.welbot.io
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Welbot is an innovative, evidence based workplace wellness
platform designed to improve your health and wellbeing whilst
in the oﬃce or when working remotely from home.
Our software features daily physical and mental health
exercises including hydration, nutrition and screen breaks,
which are all delivered through desktop notiﬁcations that
pop up at intervals on your computer screen during
the working day.
Welbot is proven to help prevent and manage stress and
fatigue, musculoskeletal issues and improve your general
health and wellbeing through positive behaviour change.
Find out more about Welbot here:
https://welbot.io/welbot.html
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