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Workplace Health and 

Wellbeing : 

have we made progress ? 



What are our aims ?

Healthy, engaged 

resilient workers

• A high-performing,  

workforce

• Enhanced productivity

Contributing to: 

• A well-functioning society

• Better economic performance

Well-managed safe 

organisations



“ … developing individual and organisational 

resilience leads to less ill-health, greater 

job satisfaction, and increased productivity.

Enhancing psychological resilience is about 

developing more-adaptable, self-confident 

and purposeful individuals, who can    

adapt to challenges and changes  

prevalent in today’s fast-moving and 

pressured workplace.” 

Professor Sir Cary Cooper

Lancaster University Management School

Resilience, 

individual and organisational 

Confederation of British Industry 



Engagement and Productivity

• Kings Fund: NHS staff with high engagement have less 

work-related stress (increase 1 standard deviation in 

engagement saves employing Trust £150k in salaries).

• Hay Group found that employees with high levels of both 

engagement and enablement are 50% more likely to 

exceed performance targets.  

• University of Wales research showed that happiness 

makes people around 12% more productive.  

• Disengaged workers have 37% higher absence and 49% 

more accidents.   Low employee engagement leads to 

18% lower productivity, on average.    

MetLife, The power of employee benefits .... , Jan 2017



Productivity and aggregate performance 

• Overall organisational productivity 

depends critically on workers’ 

aggregate performance - it is 

essential to success.

• There is linkage, in typical pyramid-

shaped organisations, between 

poorer health and wellbeing (mental 

and physical) and lower motivation 

and engagement at work.

• Recognition of this should inform  

management thinking about health    

and wellbeing to enhance productivity.

Top management

Usually 

declining 

income 

and 

health

Workforce, many more    

at the foot, is not uniform 

in health, wellbeing or 

motivation



Healthy Workplaces for all 

• Different sectors have different workforces 

and products  – but all employees 

respond in fairly similar ways to the 

presence or absence of ‘good work’ or               

a ‘good workplace’.   

• To avoid bad work/workplaces, employees 

take sick leave, or if present are not  

productive (‘presenteeism’).  

• Therefore Health and Wellbeing are 

needed in organisations               

- small, medium or large, 

- public, private or atypical.  



The world of work is changing …

• Knowledge-based economy, 

technological acceleration.

• Globalisation of labour markets, leading 

to work-anywhere culture.

• Transferable skills needed, flexibility,  

upskilling, lifelong education/training.

… and will change 

further in future.

• Fewer permanent ‘core’ staff, with out-sourcing, zero-hours 

contract work, the gig economy, robots.

• Lifespan expansion, working after 65 necessary or desired.

• Female employment increasing, projected 48% of UK 

workforce by 2020.   



What is a good Workplace ?

Key features common to organisations that have improved 

health , well-being, resilience and engagement :

• Visible senior leadership

• Board-level or equivalent engagement

• Accountable managers throughout organisation

• Enabling engagement

• Attention to both mental and physical                                 

health improvements

• Empowering employees to                                                           

care for their own health

• Evaluation to ensure continuous                                  

improvement



UK Employers - the evolving picture

Acceptance of the primary importance of : 

• leadership, managerial behaviour and                

workplace culture to individuals’                               

health (mental and physical),                            

wellbeing, and engagement ;  

• ‘good workplaces’ and ‘good work’.    

Embedding Health and Wellbeing into workplaces 

starts with leaders, boards and managers ..

…. and then provides the fruit                      

and bicycle schemes.   
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Senior Management Commitment

• The top driver for employee  engagement is how much 

employees believe senior management have     

sincere interest in their wellbeing.  (Robertson and Cooper)

• About 25% of the variation in reported levels of employee 

productivity is predicted by a combination of:

- psychological wellbeing

- perceived commitment of organisation to employee

- access to appropriate resources, and

- good communication.                              Donald et al, 2005

• Promoting positive Mental Health is integral to this agenda.  



A Good Workplace :  

Olympic Site London 2012 

• The Olympic construction site had an                    

Accident Frequency Rate of 0.17                                

per 100,000 hours worked, less than                         

half the average for the construction                                      

industry – attributed to strategies                                

known to improve employee                                 

wellbeing and engagement.  

• Excellent Health and Wellbeing facilities on site, by contract.

• No deaths in building the 2012 London Olympic Village – a   

first in modern Olympic history.  

• Organisations with engagement in the bottom quartile 

have 62% more accidents than those in the top quartile.  

(Gallup 2006)



• Quality of Leadership – monthly meetings of company 

directors, with H&WB reports - very powerful.

• OH, broad remit on H&WB education and support.  

• Early engagement with the workforce – we “got them as 

they came in” – and with Trade Unions to gain their trust.   

• Took service to site – health promotion, mini health-checks, 

pro-active, fun.

• Working with local National Health Service

• Clear set of standards, all companies had to comply.

• Regular collection and analysis of data.      Courtesy               

Dr Marianne Dyer

Why was Health and Safety 

so successful at the London Olympics 2012 ? 



NICE Guideline 2015 : 

Recommendations

• Make H&WB a core priority for top management

• Value the strategic importance/benefits of healthy workplaces

• Encourage consistent, positive approach to H&WB for all. 

All with remit for workplace health should address issues of :

• physical work environment

• mental wellbeing at work

• fairness, justice, participation, and trust

• senior leadership

• line managers’ role, leadership style, and training

• job design.     

National Institute for     

Health and Care Excellence



Good Work

• Stable and safe work - that is not precarious 

• Individual control – part of decision making

• Work demands – quality and quantity

• Fair employment – earnings and security

• Reintegrates sick or disabled wherever possible.

• Flexible arrangements – where possible

• Opportunities – training, promotion, “growth”

• Promotes Health and Well-Being – mental and 

physical

• Prevents social isolation, discrimination & violence

• Shares information - participation in decision making,

collective bargaining, justice in conflicts
(mixture of Marmot and 

The Work Foundation)



Positive Mental Health

What is it about (so far as we know) ?

• Wellbeing – especially psychological

• Resilience

• Absence of stigma, bullying, harassment

• Sleep 

• Leadership

• Board/Council engagement

• Managers – appropriately trained 

• Engagement of staff 

• Good physical health is supportive  



Mental Health and the Workplace

Organisations need to recognise that :

• Mental health is core business 

• The institutional and economic cost                                        

of failure is high

• The human cost can be far higher

• Managers need help to understand MH,                                

and be appropriately trained

• Most useful interventions are low key

• Poor leadership or management may contribute to ill-health.  



Business in The Community (BiTC):  

Report: Leading on Mental Wellbeing 

• Recruit/promote those with strong interpersonal skills

• Induct them on organisation’s approach and facilities

• Incentivise them to act as role models for wellbeing … 

• … and encourage open culture around mental health. 

• Include interpersonal skills as key training component.    

• Include in appraisal wellbeing of their people .

• Equip them with skills, resilience and training, to look 

after their own mental wellbeing.  

• Develop simple pathways to further support.     

2016



Sleep deprival and Mental Health

Novel RAND Europe study 2017 :     Micro-level consequences of 

lack of sleep snowball into societal effects on public health, 

productivity and performance.   

16.5 minutes

Employers can encourage healthier sleep habits, e.g. limiting 

use of electronic devices after working hours.  



Control at Work : My train driver

• Baker Street station, London

• Early shift

• Bakerloo line

Good things for the driver :

• This is my train – I’m in charge ! 

• Shift work suits my life

• I know the Bakerloo line – I’m competent !

• I don’t need extra variety, this work                             

gives me enough.  

• Good mates, good OH, reasonable pay.    



SME  Awards : Training and Skills 

Judge’s comment: Culture change - dockers living healthier lives in and 

outside work – which helped them to take advantage of new 

employment opportunities.

For  “the organisation that can best demonstrate how it has worked to 

sustain the health and wellbeing of its workforce to mutual benefit.”

Port of Blyth : male shift workers handling various cargoes.                                  

Two needs identified: - literacy, numeracy & skills gap                             

– poor physical health.

Solutions:   - nationally-recognised training programme   

for literacy and numeracy    

- partnering with local NHS health trainers.         

Results:     - improved productivity, lower staff turnover,    

healthier staff, sickness absence down, 6 to 4%.      



Physical inactivity at work

British Heart Foundation research 2015:  

“sedentary work is killing people by discouraging exercise”

• Staff correspond by email even when sitting at next desk

• 52%  regularly eat lunch at their desk

• 31%  sit so long they even put off 

going to the toilet

• 78%  feel they sit too long in the office

• 62%  fear a negative health impact                                     

• 66%  are less active at work than home.



Obesity :  the costs for businesses

• McKinsey Global Institute (Nov.2014) :  obesity generates 

a UK economic loss of £47 bn per year.  Total economic 

impact on UK employers is around £5 bn annually, 

much due to decreased productivity.  

• IHPM : “Employers used to see obesity                                

as just  a personal problem, but                                  

that is changing.  

Prevention is always better                                  

than cure, and employers should                                              

continue to focus on that.”

• NICE states: “On average obese people take                                      

four extra sick days per year.”



Obesity :   National Grid

NG : >10,000 workers, most on gas and electricity networks. 

The questions, and some answers: 

• Are engineers fit enough for their work ? – wearing 

breathing apparatus, digging holes, climbing towers. 

• Targeted Health checks – weight, blood pressure, glucose, 

cardiac risk – enable risks to be identified and dealt with. 

• In annual screening, rising proportion of workers had BMI > 30.   

• Diet and lifestyle advice instituted, % with high blood glucose 

(early diabetes) dropped from 20 in 2013 to 12 in 2016. 

• 2016 screening tested physical fitness, encouraged exercise.

Courtesy Andy Buxton



Total Worker Health 

“ A strategic and operational co-ordination of policies, to  

enhance overall workforce health and wellbeing. .. ”

Sorensen,G. et al. J Occup Environ Med. 2013; 55(12):S12-S18.

Shared indicators  :

• Leadership and commitment throughout organisation

• Co-ordination between all :  top management, HR, OH etc

• Organisational policies and practices that support :

- training and accountability

- management and employee engagement

- integrated evaluation and surveillance.  

Still just an aspiration in many places.



Total Worker Health in the USA

NIOSH focusing on Total Worker Health (leader Dr. Casey 

Chosewood), emphasis on MH (depression being now 

the leading reason for work disability, worldwide).

IHPM is beginning collaboration with behavioral health 

providers to bring the issue of prescribed opioids more 

fully and clearly before employers.

Key issues :

• mental/psychological health essential to health and safety;

• sleep needing more attention as essential to HWB&S; and 

• abuse of alcohol and drugs (and prescribed opioids). 

Courtesy Dr Sean Sullivan and Dr Bill Bunn 



In the Workplace :

Embedment NOT add-on  

• Ensure a firm base for 

Health and Wellbeing,  

grounded in the fabric 

of the organisation.    

• It cannot be an ‘add-on’.

• Total worker health   



Britain’s Healthiest Workplace :  

An Annual Survey

Objective: 

- Make society healthier by generating evidence base 

linking health & wellbeing and company productivity, 

- thus increasing the number of workplaces taking 

responsibility for employees’ health and wellbeing.  

Approach :                                                                       

- Understand the modifiable clinical and non-clinical    

risks in the workplace

- Determine effectiveness of workplace 

interventions in promoting employee health 

and wellbeing.   

Collaboration : University of Cambridge, RAND Europe, and Vitality Health



A 40 minute 

online 

assessment 

completed by 

a company 

representative

A 20 minute 

online 

assessment 

that is 

completed on 

a voluntary

basis by 

employees

A 

comprehensive 

report outlining 

the health of the 

organisation, 

providing 

benchmarking 

information, and 

offering practical

suggestions to 

support health 

and productivity 

improvement

A face-to-face 

consultation 

with employer 

to discuss 

results and 

identify

future 

strategies with 

a workplace 

wellness 

expert

Organisational 

Health 

Assessment

Employee 

Health 

Assessment

Organisational 

Health Report

Expert 

consultation

Inputs Outputs

Employee 

Health Report

Britain’s Healthiest Workplace

How is data collected and fed back ?

Confidential 

report to 

each 

employee



absenteeism presenteeism

+ =
annual 

productivity loss

BHW looks at annual productivity loss (working days lost) 

due to suboptimal health across employers.

In 2016 the main drivers for working days lost were :  

- lack of sleep          - financial concerns

- stress                     - depression

- poor physical health.   

Britain’s Healthiest Workplace



Some interesting trends                            

from 2016 BHW data

• Depression linked to low income and younger workers

• Lack of sleep for higher earners

• Inadequate physical activity, obesity and high blood 

pressure are linked to number of working days lost

• Problems in the public sector. Workers most likely to:

o Lose work time due to sickness absence and presenteeism

o Have two or more dimensions of work related stress 

o Suffer from depression

• £10,000 to £19,999 is a problem income range. Workers 

often have financial concerns, and/or work related stress.  



National Health Service: 

Health and Wellbeing of Staff

• Simon Stevens, CEO, said in his inaugural 

address on 2 April 2014 :

“ If like me you believe in a tax-funded NHS you’ll                   

want the Health Service to play its part in growing                    

our nation’s economy, precisely so that we can                   

sustain public health services for generations to come.” 

“To do this, NHS employees will need to be healthy, both 

mentally and physically, have good well-being, and be fully 

engaged in their work towards improved outcomes for patients.”   

NHS : 1.3 million employees, 70% female



Action by NHS England

• In September 2015 Simon Stevens announced 

a  new initiative to improve health and wellbeing  

1of NHS staff. 

• As part of this, RAND Europe was asked to conduct a 

survey among the 11 “NHS Leadership” 

organisations chosen for the pilot study, and       

11 other ‘matched’ NHS organisations. 

• The survey used the same methodology as the 

baseline Health and Wellbeing survey for 

the Britain’s Healthiest Workplace competition.  



Sub-set analysis : 22 NHS Trusts

Mental Health :     Of all NHS participants, 

• 19% had below-average MH and wellbeing scores.

• younger staff had slightly poorer rates, as did Ambulance 

personnel and Nursing or Healthcare Assistants.

Bullying at work :

• 12% reported being bullied ‘at least some times’ 

(average 11.6% for the Leadership organisations,12.4% 

for the matched organisations).

• Among all BHW participants the proportion is 6.5%.

Obesity :   

• 31% of workers classified as overweight, 24% as obese

(older workers generally heavier)



NHS Action Project 

started January 2016

Eleven NHS organisations, with 55,000 staff, are leading 

implementation, committed to six key actions, providing :  

• Board-level director lead, and senior clinician champion

• Training for all line managers, Mental Health mandatory.  

• Health checks for staff aged 40 or over

• Staff access to physiotherapy and MH therapies

• Healthy options in food sources on site

• Physical activity - Cycle to Work, walking groups, yoga.

Plus full implementation of NICE Guidelines on workplace 

health, and a CQUIN (financial incentive to promote 

Health and Wellbeing).     



H&WB CQUIN Staff Survey : 

Progress against targets

NHS Staff 

Survey
Questions

2015 

actual

2016 

actual

2017 

target

2018 

target

2016 
acute/
communi
ty trust 
ave.

9a – positive 

action on HWB 

23.1% 27.6% 28.1% 32.6% 29.3%

9b – not sick  

due to work 

related MSD

69.5% 70.2% 74.5% 75.2% 73.8%

9c – not off 

sick due to 

work related 

stress

56.9% 59.8% 61.9% 64.8% 62.1%

NHSE require      

5% 

improvement 

year on year

Barts      

Hospital,  

London



Areas of current interest worldwide   

• Demographics  - ageing workforce, obesity, multiple chronic diseases

• Total Worker Health embracing Safety, OH, Health and Wellbeing

• Good Workplaces and Good Work

• Mental health and work

• The future of work – knowledge-based, globalisation, automation

• Atypical types of work – part-time, zero hours, gig economy

• Evaluation, moving beyond best practice

• Millennials and work                                 

• Women and work 

• Life course   - schools, youth, early employment



Untypical types of work

• part-time working

• self-employment

• agency work

• temporary work

• zero-hours contracts

• multiple jobs

• gig economy work  

The proportions of workers in atypical work differ between 

countries – and getting accurate data is often difficult.   

Is this    

Good Work?

http://www.google.co.uk/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwjd_c6Nve_VAhXCzRQKHcqLCtUQjRwIBw&url=http%3A%2F%2Fnewsthump.com%2F2016%2F08%2F01%2Fevery-man-woman-and-child-will-be-deliveroo-driver-by-2020%2F&psig=AFQjCNFEIWmdPGoQPeBUOMkBS_l5XT5oyg&ust=1503650563702725
http://www.google.co.uk/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwjd_c6Nve_VAhXCzRQKHcqLCtUQjRwIBw&url=http%3A%2F%2Fnewsthump.com%2F2016%2F08%2F01%2Fevery-man-woman-and-child-will-be-deliveroo-driver-by-2020%2F&psig=AFQjCNFEIWmdPGoQPeBUOMkBS_l5XT5oyg&ust=1503650563702725


Good Work

The Taylor Review of Modern 

Working Practices, July 2017

Taylor:  “ If policy makers and the public come to recognise the 

vital importance of good work to social justice, economic 

dynamism, and civic engagement, the efforts of the Review team 

and all who have supported us will have been richly rewarded. ”   

The IPPR Report :

Flexibility for Who 

?

Millennials and 

Mental Health in 

the Modern Labour 

Market.    



The gig economy ... 

“ ... adds new challenges, but provides 

some similarities.   

... an important role for flexibility in the 

labour market, but too many 

employers are relying on zero 

hours, short-hours or agency 

contracts.

We need to incentivise employers to provide certainty of 

hours and income, and recognise workers’ need to 

plan their work and be compensated if arrangements 

change at short notice. ”
Taylor, M., Good Work..., July 2017
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The gig economy

On-line survey: 2,200 UK adults, aged 16-75, including           

238 ‘crowd workers’  piecing together a livelihood          

– often on more than one on-line platform.

Of all survey respondents, on trying to find work this way : 

- 21% had done in past year, 3% at least once a week

- 24% of females had tried, 33% of 25-34 year olds.

Often their main source of income, many the main family 

breadwinner 

- 42% of the 238 earn <£20k, 

- 7% > £55k per year.  



Seven steps to fair and decent work 

• A national strategy aiming for good work for all, in all jobs.

• Fairness for platform-based workers and their competitors. 

• Help firms make correct legal choices, people to know rights, 

with extra protection for  ‘Dependent Contractors’.

• Good management and  strong employment relations within 

organisations, not regulation.

• Enable progression in work, through training etc.  

• A more proactive approach to workplace health. 

• Prevent people from becoming stuck in low-paid sectors, at 

the minimum wage.

Taylor, M., Good Work..., July 2017



Millennials

• Aged 19-36yrs

• Ethnically blended

• 53% are already parents

• Digital natives

• 46% report having over 200 

facebook friends

• 2.5 times more likely to be early 

adopters of technology
42



43Health and work: to infinity and beyond

Work Benefits Millennials value most

% of global millennials 

ranking each benefit first



Mental Health and Wellbeing among 

young people in atypical work

• Younger workers in part-time jobs are more likely than 

those working full-time to experience poor MH and W, ..

• ... as are those on zero-hours contracts compared with 

those in other forms of work. 

• Younger graduates in jobs for which they are over-qualified 

are more likely to experience Mental Health problems 

than graduates in professional/managerial jobs.

IPPR Report:   Flexibility for Who?  Millennials and Mental Health in the 

Modern Labour Market.,      2017



Job insecurity and low pay 

associate with poor Mental Health

• Younger workers who believe themselves to have > 50% 

chance of losing their job are twice as likely to 

experience Mental Health problems as those thinking 

no chance of job-loss (24% v 12%).  

• Proportion of UK employees aged 21 to 25 in low-paid 

work almost doubled between 1990 and 2015.

• Young people in low-paid work are more likely to 

experience MH problems than those paid more   

(21% v 16%).  

IPPR Report:   Flexibility for Who?  Millennials and Mental Health in 

the  Modern Labour Market.,      2017



Women and Work

• Females form a large part of the workforce worldwide.

• Women still do many more of the lowest-paid jobs.

• They are often in part-time/agency/temporary/gig work.

• The social and economic gap is widening, in many 

countries, between well-educated/wealthy women 

and the rest.  

• The lifespan of women has many natural humps – e.g. 

child-bearing, caring responsibilities, menopause. 

• To advance, women need to be more confident, resilient, 

self-assured, and ready to take risks.     



Final thought

“ Change is the law of life …  

… and those who look only to

the past or present         

are certain to miss the future.”  

John F. Kennedy 


