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Welcome to the Blue Cross Blue Shield of Michigan workplace wellness 
toolkit. As you may know, we help companies implement a workplace of wellness 
through BlueHealthConnection®, our wellness and care management program. This 
toolkit is another resource to help. It offers a step-by-step guide to implementing a 
workplace wellness program in your organization. 

Workplace wellness includes activities and education that aim to improve the health 
and lifestyles of employees and their families. Research shows these programs not 
only boost employee wellness, energy and morale but also improve the productivity 
and financial success of the organization.

Developing and launching a workplace wellness program may seem daunting, so 
we’ve designed this toolkit to make it easy. Here’s what you need to know about  
the toolkit:
 
It’s easy to use.
You don’t have to be a medical expert to start a successful wellness program.  
Our workplace wellness toolkit breaks down each aspect of the program into  
simple, easy-to-follow steps. These steps build on each other to create an effective, 
results-driven program.

It’s based on research.
The toolkit is organized around seven carefully researched benchmarks that are 
considered the gold standard of successful workplace wellness. These benchmarks 
have been researched, evaluated and refined by the Wellness Council of America. 
Hundreds of successful programs have been built using this approach. 

It fits your needs.
Whether wellness programs are new to your organization or you’ve already made  
great strides, this toolkit provides a how-to plan to build a wellness program that fits 
your needs. All types of organizations — from family-owned businesses to Fortune 500 
companies — can benefit from the positive impact and lower health care costs of 
improved employee health. 

It will get results.
Research shows that wellness programs work. They help employees take a proactive 
approach to weight loss, physical fitness, nutrition and more. These steps are vital to 
preventing and managing lifestyle-related chronic diseases, reducing absenteeism and 
increasing productivity. Making a strategic investment in the health of your employees 
is not only smart, but essential. 

Let us show you how. 

An introduction to
workplace wellness�7 BenChMarkS

Watch this  
space for tips

Throughout the workplace 
wellness toolkit, keep an eye 
on the left margin. You’ll find 
helpful tips listed here. It’s also  
a great spot to take notes or 
write down ideas!
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Gain senior-level  
support1BenChMark 1

Support from your CEO and other senior management is vital to the success of a 
workplace wellness program. With senior-level support, employees will be more likely 
to embrace the program and adopt wellness changes. This will maximize your results. 

But what does senior management support look like? When you have the support 
you need, it means senior managers are:

• Actively participating in the wellness initiatives you have created
• Allowing employees to participate 
• Communicating with employees about the importance of the program
• Providing the financial support and staff resources you need to run the program
• Receptive to reviewing and changing policies to allow for a healthy workplace

Unfortunately, many leaders do not yet understand the benefits of workplace wellness. 
These steps will help you drive home the importance of a wellness program. 

1 
 
Build your case.
Costly chronic health issues faced by Americans today such as diabetes  

and heart disease can be prevented. Research shows that workplace wellness 
programs help employees improve health behaviors that can prevent or better 
manage these conditions. This, in turn, reduces absenteeism and health care  
costs while increasing productivity. 

To begin building your case for a wellness program, approach the CEO or senior 
leader with a clear, concise document or letter. This introduction to the program 
should explain program goals and benefits, as well as return on investment. 

  See Appendix A for an example of an email to your CEO. It includes data on the ROI of 
wellness programs. It is formatted so that you can insert the date and your CEO’s name into 
the letter and print it. Or, you can simply cut and paste the text into an email.

2 
 
assess your leadership.
After introducing the program concept to senior leaders, find out what they 

think about workplace wellness. This will help you identify obstacles that may limit 
participation and enthusiasm. A leadership assessment survey can help you gather 
this information.

  See Appendix B for an example of the leadership assessment survey. Senior leaders can 
click on their answers in the PDF and email it back to you. 

enclosed
resources
  Example letter or 

email to CEO

  Leadership 
assessment survey

  Example letter or 
email to others in 
management

  Example letter or 
email to employees

Continued on next page >>
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CEO and senior management support should also be clearly communicated to  
other management groups. These individuals also need to understand their role  
in the program. They should also feel accountable for the participation of their  
employee groups. 

  See Appendix C for an example of an email to managers that explains their role in the 
wellness program. It is formatted so that you can insert the date and appropriate greeting and 
print it. Or, you can simply cut and paste the text into an email.

3 
 
Open the lines of communication.
Information about the wellness program should be clearly communicated to 

employees. A kickoff letter or email — preferably from the CEO or another senior 
leader — sets the stage for the program. It shows employees that the program is 
important to the entire organization. 

  See Appendix D for an example of an email to employees. The CEO or another 
senior leader can send this kickoff communication. It is formatted so that you can insert  
the date and appropriate greeting and print it. Or, you can simply cut and paste the text  
into an email.

Talking points: Meeting with senior leaders

Once you’ve introduced the program, arrange a meeting with your senior 
leaders to discuss the concept and address any concerns they may have. 
Some talking points include:

• Health care costs continue to rise. Many of these costs are attributed to 
poor lifestyle choices. Workplace wellness programs have been shown to 
improve employee health habits and reduce health care spending.

• The return on investment for improving employee health is high. Organizations 
benefit through fewer missed days, greater productivity and higher morale. 

• Achieving these results requires an investment of money and manpower.  
It also involves changing some organizational policies and procedures to 
allow employees to practice healthier habits on the job.  

Gain senior-level support1BenChMark 1

notes
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I am writing today to propose a companywide health initiative focused on increasing the 
health and well-being of our employees. 

With health care costs rising, a workplace wellness program is not only a smart 
investment, but a necessity. Approximately 75 percent of all health care costs are the 
result of chronic diseases such as heart disease and diabetes, which are largely 
preventable with lifestyle changes. And the numbers are growing. By helping employees 
reduce their risk for disease, we are not only investing in the future of our employee 
group, but also in the financial health of our organization.

Research shows that workplace wellness programs produce quantifiable results. In 
addition to improved employee health and quality of life, workplace wellness programs 
can lead to: 

• Increased productivity
• Higher morale
• Fewer missed workdays
• Decreased employer-paid health care costs

The proposed wellness program would involve providing education, activities and 
incentives to help employees make real changes in their health and lifestyle behaviors. 

To successfully implement the program, it will take an investment of financial resources 
and staff time. The return on this investment can be high. 

• Research shows that medical cost savings average almost $3.50 per dollar invested in 
a wellness program. Absenteeism savings average more than $5.80 per dollar of 
investment.

• When workplace wellness initiatives are combined with intervention strategies focused 
on prevention and lifestyle behavior changes, the return on investment is even higher. 
Together, these have been shown to provide up to $6 ROI for each dollar invested over 
two to five years. For example, if an organization chooses to implement a walking 
program coupled with a campaign on breast cancer awareness and the benefits of 
exercise in breast cancer prevention, the ROI will reflect this comprehensive approach.  

There is no better time to address our employees’ health than right now. I ask for your 
support to implement a workplace wellness program and welcome the opportunity to 
work with you on developing a tailored plan that fits our organization’s mission and needs. 

Sincerely,
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Our company is preparing to launch a workplace wellness program designed to promote healthy lifestyle 
changes among our employees. The program may involve education and activities that will occur during 
working hours and require your support and participation. 

Below is a survey designed to assess your feelings about having a workplace wellness program.  
The survey will help us develop a program you support and one in which you participate. 

Leadership assessment survey

 I recognize how investing in the health of our 
employee group supports the productivity 
and financial health of our organization. 

Strongly agree 

Agree 

Undecided or don’t know

Disagree

Strongly disagree

I plan to participate in the workplace  
wellness program.

Strongly agree 

Agree 

Undecided or don’t know

Disagree

Strongly disagree

Which position best describes your attitude regarding a workplace wellness program?

I am eager to embark on a workplace wellness program and believe it will benefit our employee group.

I am neutral as to whether or not our organization should have a workplace wellness program. 

I am hesitant to launch a workplace wellness program at our organization because: 

________________________________________________________________________________________.

I am opposed to launching a workplace wellness program because: 

________________________________________________________________________________________.

I believe it is my responsibility to follow 
through on commitments made to the 
workplace wellness program.

Strongly agree 

Agree 

Undecided or don’t know

Disagree

Strongly disagree

I will support participation in wellness 
activities by allowing flexible work  
schedules and other logistical support. 

Strongly agree 

Agree 

Undecided or don’t know

Disagree

Strongly disagree

Please rate your thoughts on the following statements.

appendix B
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______________________________

As you may know, our company is preparing to launch a workplace wellness program. 
We are excited about this new program, which is designed to help educate and motivate 
employees to make positive lifestyle changes that can boost their health and well-being. 

Many chronic health problems today, such as heart disease and diabetes, are linked to 
lifestyle choices. Research shows that wellness programs can help employees make real 
and significant changes that can help prevent or better manage those diseases. 

The wellness program is not only important to the lives of our employees and their 
families, it will also improve the success of your work groups and our organization as a 
whole. Improved workplace wellness has been directly linked to greater productivity,  
lower absenteeism and greater employee morale. 

As a leader in our organization, you will play a key role in the success of the program.  
We may ask you to: 

• Share and support the wellness vision 
• Encourage your employees to participate in the program and celebrate their success
• Serve as a visible role model by joining in the wellness initiatives and sharing your 

experiences with employees 

I appreciate your willingness to help us take on this new challenge. Please let me know  
if you have any ideas or questions. 

Sincerely,
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______________________________

Dear Employee,

You are an important part of our company, and your health and well-being are important 
to me. I am excited to announce the kickoff of a new wellness program at our company. 

This new program is designed to give you the tools and support you need to live a 
healthier, happier life. Research shows that making even small changes in your lifestyle 
and behaviors can add up to big health benefits. Not only can small changes boost your 
energy, mood and general sense of well-being, they can help you prevent illness and 
maintain better health.    

In the next few weeks, you’ll hear more about the wellness program from members of our 
dedicated wellness team. They’ll explain how you can get involved. Together, we can 
make a lasting change to our health. 

As always, thank you for your work and dedication. I look forward to making healthy 
strides with you.  

Sincerely,



Blue Cross Blue Shield of Michigan is a nonprofit corporation and independent licensee of the Blue Cross and Blue Shield Association.
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Build a wellness team2BenChMark 2

To develop a successful wellness program, you need a dedicated wellness team. The 
members of the team are integral to your program’s outcome and success. They will be 
responsible for all aspects of the program. Typical responsibilities of the team may include:

• Designing the wellness program
• Planning activities and initiatives
• Promoting employee involvement
• Evaluating the results

1 
 
Choose a wellness coordinator.
The wellness team should be led by a wellness coordinator — a team leader 

who has solid leadership skills and a passion for workplace wellness. The coordinator 
should also be able to work well in a diverse group and effectively communicate with 
both employees and senior management. 

It is very important that some of the coordinator’s time be dedicated to the program. 
Depending on the size of the organization and extensiveness of the program, the 
coordinator may spend up to 20 hours a week for several months focused on the 
wellness program. 

Although the coordinator will help the team delegate tasks and serve as the team’s 
point person, he or she should not be solely responsible for the program. Responsibility 
should be shared among the entire team. 

2 
 
assemble the team. 
The size of the wellness team will differ from organization to organization.  

Keep in mind that the group should be small enough to allow for meaningful  
participation by each member. At the same time, it should include a variety of talents 
and experiences. That could mean four to seven members for a smaller company  
and 14 to 20 members in a larger company. 

When recruiting or appointing employees to the team, keep in mind that diversity is 
key. Members of the wellness team should represent various departments and levels  
of responsibility in the organization. Potential wellness team members may include:

• Senior and mid-level managers
• Front-line employees
• Benefits managers
• Union representatives

Tip: expand  
the circle

Periodically identify new 
members to join the team. This 
can help bring fresh ideas and 
enthusiasm to the group and 
replace those who may no 
longer be able to contribute.  

• Human resources personnel
• Marketing and communications directors
• Health care representatives
• Safety coordinators

Continued on next page >>
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While the team should be interested in employee wellness, not every member needs  
to be a perfect example of health. In fact, it can benefit the team to have different 
lifestyles and levels of health represented. For example, having a team member who 
smokes can provide insight into the challenges and motivations of other employees 
struggling with smoking. 

The team can also benefit from including one or more “grassroots” employees who 
can serve as an example of wellness to the employee group. This may be someone 
who has had success in making a wellness change or is just embarking on one. The 
grassroots employees must be willing and motivated to communicate with fellow 
employees about their experiences and help champion others to improve their health. 

3 
 
Create a strong foundation.
To be strong and effective, the wellness team should meet regularly (once  

a month or more) and communicate with employees often via emails, letters or  
newsletter articles. Initial tasks may be to set team goals and develop a timeline for 
assessing the organization. (See Benchmark 3 for more information on how to get 
started.)

The wellness team should also be visible within the organization. For example,  
announce the team in the company newsletter and include a photo. Encourage  
team members to talk with employees about the program. Have members write 
articles or emails about the program. This sends a message that workplace wellness  
is a priority. It will also position the team as a source for positive information and help.  

Build a wellness team

Tip: keep  
your wellness 

team on track
You need a strong wellness team 
to move forward with assessing 
your organization’s overall 
health and developing a program 
to address employee needs. 

Does your team have:

£ a clear understanding of 
the mission and goals?  
(See Benchmark 4 for details.)

£ a strong leader?
£ a cross section of employees?
£ Management representation?
£ Time and freedom to work?
£ a regular meeting schedule?
£ Visibility within the 

organization and among 
management?

2BenChMark 2
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Collect data to  
assess your worksite3Benchmark 3

A workplace wellness program that makes lasting change needs to be based on 
information specific to your organization. Which wellness topics — such as weight 
loss, healthy eating or physical activity — will most benefit your employees? What 
types of activities are employees likely to participate in? What obstacles in the 
workplace are keeping your employees from living a healthier lifestyle? 

Collecting good information can help you focus your program on the interests and 
needs of your employee group. It can also help you assess your results and evaluate 
the overall impact the program is having on your organization. 
  
Although collecting data is essential to the success of your program, it may seem 
daunting. This toolkit separates the process into easy steps. Use the survey templates 
provided in the appendices to help tailor your own data collection. Remember, without 
meaningful data, you cannot create a focused workplace wellness plan.   

Your assessment efforts should contain three main components: 

1. Assess your current worksite environment and policies.
2. Find out what interests employees.
3. Collect objective health data. 

1 
 
assess your current worksite environment and policies.
The purpose of assessing your worksite is to identify areas in which your 

organization excels — and areas in which it needs improvement — when it comes  
to helping employees live a healthy lifestyle.  

The results of the assessment will help the wellness team make recommendations  
and changes that can better support health within the organization. For example, it may 
show that the building’s vending machines do not provide healthy food options or that 
employees don’t have time to take a short walk break during the workday. By knowing the 
obstacles to better health within the workplace, you can take steps to remove them. 

  See Appendix E for a sample of a workplace wellness assessment. You can mark your 
answers directly in the form, and it will do the calculations for you. You can also print it and  
fill it out by hand.

To get started, appoint a small group (about four or five individuals) to be responsible 
for filling out the assessment. These individuals may be a subgroup of your wellness 
team or recruited from outside the team from various areas of the organization. 
 

enclosed
resources
  Workplace wellness 

assessment

  Participant interest 
survey

Continued on next page >>
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It may be helpful to include representatives from your benefits, human resources and 
management teams, as well as front-line employees. Each group member should fill 
out the assessment separately. Then, members should discuss each question as a 
group to create one final, combined assessment.  

Once the assessment has been completed, score the answers. This will give you an 
idea of how “healthy” your organization currently is. Based on this information, the 
wellness team should discuss recommendations to improve targeted areas and 
prioritize those recommendations.    

Don’t worry if you identify more areas for improvement than you anticipated. Knowing 
your baseline strengths and weaknesses can help you make better decisions for your 
plan. Retake the assessment several months later to see how you’re doing. 

2 
 
Find out what interests employees. 
Before setting up a workplace wellness program, it’s important to gather 

information from your employees about their interests and needs. It’s also important  
to find out how ready they are to participate in health activities. 

This type of information can be collected using an employee survey. It’s an inexpensive 
way to get the information you need, and it gives employees an opportunity to have a 
say in the direction and creation of the program. This helps improve participation.

For example, if you have already identified that physical activity will be a focus of your 
wellness program, a participant interest survey can help you find out what the best 
activities are to accomplish that goal. Employees may tell you they are very interested 
in membership discounts to local health clubs and lunchtime walking groups but are 
not interested in on-site workout facilities. This can help you better focus your efforts, 
as well as save time and money.  

  See Appendix F for a sample of a participant interest survey. Employees can mark their 
answers directly in the form. They can also print it and fill it out by hand. Use it as is or  
adapt it to fit your organization’s specific needs.

3 
 
Collect objective health data.
A health assessment — such as Succeed, which is found within the Engage™ 

Online Health Management Solution, part of Blue Cross Blue Shield of Michigan’s 
BlueHealthConnection program — provides in-depth, objective information about your 
employee group’s current health status and risks. It can tell you what health problems 
your employees have and what chronic conditions they are at risk of developing. 

This information is invaluable in developing a wellness program that targets the real 
health needs of participants. It can be used along with the participant interest survey to 
develop activities and programming that employees need and want to participate in. 

For example, if your health assessment data shows that many of your employees  
have obesity-related health problems, weight loss might be one focus of your  
wellness program. 

Collect data to assess your worksite3BenChMark 3

Tip: know  
what makes a 

healthy worksite
as you create your program 
and assess potential  
changes to your worksite  
and environment, it can help  
to know the attributes of an 
“ideal” healthy organization. 

They are: 

• Passionate, visible support 
from leadership

• Campaigns that have 
something for everyone, so 
both the most healthy and 
those struggling with 
wellness can participate

• an honest, ongoing review 
of progress

Continued on next page >>
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Your participant interest survey will indicate how much employees are interested in 
weight loss challenges and healthy eating tips. Incorporate these activities into your 
program to craft a plan that touches on what employees need in the ways that they 
are most open to receiving it. 

Some organizations have already conducted a health assessment. If yours is one of 
them, you can analyze the data already collected. If your organization has not yet 
conducted a health assessment, this is a good time to do so. 

If you need information on how to get started or to utilize the BlueHealthConnection online 
health assessment, visit bcbsm.com, log in to Member Secured Services and click on 
BlueHealthConnection. If you have more questions about the BlueHealthConnection online 
health assessment, email wellnessandcaremanagementconsulting@bcbsm.com.

Tip for advanced organizations: Consider using focus groups

If you have the time and staff resources, conduct a focus group after you review the 
results of the participant interest survey but before planning your wellness program.
 A focus group is essentially a group interview. A facilitator asks questions 
about a certain topic and participants are encouraged to speak freely. Invite six to 
12 employees who represent a cross section of your organization to participate. 
Prepare questions on topics for which you need more clarity or information.
 A focus group can provide you with rich insight and ideas about your 
employees’ interests and help you refine your programming ideas. It’s another 
step in gaining real understanding about the attitudes and perceptions of your 
employees and can complement the information gathered in the survey. 
 Focus groups can also be very helpful in evaluating the initial success of a 
program. Consider using focus groups a few months after the program begins. 
They can provide candid feedback, enabling you to modify the program as you 
go. (See Benchmark 7 for more details on evaluating your program.)

Tap into other data sources

Your organization may have other sources of data that can help you plan your 
wellness program and track progress and results. Coordinate with your human 
resources or benefits department to gather the following:

• Demographic information. Understanding the gender and age of your 
employees can help you better target your programs. 

• Prescription medicine use. Learning what medicines are most widely used 
in your organization can provide objective insight into the current health 
needs of your organization.

• Absentee records. Documenting and tracking absentee records can help 
evaluate the success of the program. 

• Workers’ compensation and health claims. Tracking claims can also help you 
evaluate the program’s impact on the long-term health of the employee group.

Collect data to assess your worksite3BenChMark 3

Tip: Increase 
response

Getting a high percentage  
of employees to take a  
health assessment can  
be accomplished. Some 
organizations may want to  
use incentives, while others 
may want to make taking a 
health assessment an annual 
part of open enrollment. If  
your budget is limited, try 
departmental competitions  
to see who can get the most 
employees to take the health 
assessment. 

http://www.bcbsm.com
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Workplace wellness assessment
This assessment is designed to help you evaluate your work environment and opportunities for employees to 
practice healthy behaviors. Fill out the questions below and score each section. Use your score to identify areas  
of potential improvement. Conduct the assessment every three to six months to track your progress.   

Name of evaluator: ___________________________________________     Date: ____________________________

Please indicate whether or not your workplace has the following programs, policies or opportunities  
in place. Answers may include: 

#3 — Yes, already in place    #2 — Currently in the process or planning to soon #1 — No

As you go through the survey, pay close attention to the questions to which you answered “no.” If you believe  
the program, policy or opportunity discussed should be a high priority, place a checkmark next to the question  
in the column labeled Priority. You can refer back to these potential priorities as you begin planning your 
wellness program. 

      (Senior-level support and infrastructure) Does your workplace:

# ______
A.   Have a CEO or senior management team that supports the 

implementation of a workplace wellness program?
Priority 

# ______
B.   Have a wellness team that meets regularly (at least quarterly)? Priority

# ______
C.   Have a mission, clearly defined goals and an action plan to support 

and improve employee health?
Priority

# ______
D.   Include an explanation of workplace wellness programs to new 

employees during orientation?  
Priority

# ______
E.   Allocate funds for workplace wellness initiatives? Priority

# ______
F.    Allocate staffing resources to help execute wellness programs? Priority

# ______
G.   Have a CEO or senior management team that regularly communicates 

with employees regarding wellness issues and initiatives?
Priority

# ______
H.   Have a CEO or senior management team that participates in  

workplace wellness initiatives?
Priority

Score: ___________ (out of 24)
Continued on next page >>
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    (Tobacco use) Does your workplace:

# ______ A.  Have a smoke-free policy?  Priority 

# ______ B.   Promote the toll-free Michigan Quit Line (1-800-QUIT-NOW)? Priority

# ______ C.   Provide incentives for quitting tobacco or not using tobacco? Priority

# ______ D.   Cover tobacco cessation medicines through health insurance? Priority

# ______
E.   Offer any type of tobacco cessation counseling (including through 

health benefits)?
Priority

Score: ___________ (out of 15)

Workplace wellness assessment

    (Programming and policies) Does your workplace:

# ______
A.   Offer health education programs (for example, nutrition,  

physical activity, weight loss or diabetes care)?  
Priority 

# ______ B.   Encourage and promote employee participation in wellness programs? Priority

# ______

C.   Provide incentives for employees to participate in wellness programs 
(for example, deductions in health insurance, gift cards or small items 
like T-shirts or water bottles)?

Priority

# ______
D.   Offer health care coverage for preventive care (for example,  

yearly physicals, dental exams and mammograms)? 
Priority

# ______ E.   Offer a health assessment at least once a year? Priority

# ______ F.     Use health assessments to help plan wellness programs? Priority

# ______

G.   Offer or provide easy access to free or reasonably priced health 
screenings (for example, blood pressure checks, cholesterol 
screenings or diabetes and blood sugar screenings)? 

Priority

Score: ___________ (out of 21)

Continued on next page >>
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      (Breast-feeding) Does your workplace:

# ______ A.   Have a written policy that supports women’s right to breast-feed at work? Priority 

# ______ B.   Provide a private area for nursing or expressing milk? Priority

# ______ C.   Offer lactation education programs? Priority

Score: ___________ (out of 9)

Workplace wellness assessment

Continued on next page >>

     (Physical activity) Does your workplace:

# ______
A.   Provide flex time so employees can incorporate physical activity into 

their workday?
Priority 

# ______ B.   Have exercise equipment on-site for employees to use? Priority

# ______ C.   Provide showers or changing facilities for employees? Priority

# ______ D.   Offer discounted memberships to local fitness centers? Priority

# ______
E.   Encourage employees to be physically active with prompts outside of 

elevators, stairwells and other locations?
Priority

# ______ F.    Encourage employees to be physically active during break time? Priority

# ______
G.   Provide outdoor walking trails, exercise areas or playing fields for 

employee use? 
Priority

# ______ H.   Allow for “walk-and-talk” meetings in place of conference room meetings? Priority

# ______
I.    Offer employee fitness assessments (for example, cardiovascular tests 

or body fat measurements)?
Priority

# ______
J.   Offer on-site group exercise classes (for example, aerobics, tai chi, 

yoga or kickboxing)?
Priority

# ______ K.   Hold company-sponsored physical activity campaigns? Priority

# ______ L.   Have safe and convenient bike racks for employee use? Priority

Score: ___________ (out of 36)
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Workplace wellness assessment

Total score: ________________ (out of 129)

Results: How did your organization do? 
Now that you have totaled your score out of a possible 129 points, how did your organization perform? 
Each company is unique, so review areas where your workplace scored lower than mostly 3s.  
This will allow you to focus on manageable portions that would benefit from improvement. 

You may be in the beginning phases of creating a wellness culture and environment. If that’s the case, you have 
probably identified several areas to focus on. And if you’ve been on the wellness track already, the evaluation 
should help you identify the next areas for improvement. Your task will be to remain creative and ensure your 
wellness program stays visible and innovative. 

No matter where you are today, workplace wellness is a journey, not a destination. 

      (Nutrition and healthy eating) Does your workplace:

# ______
A.   Send healthy eating messages or nutrition tips to employees  

(via email, bulletin boards, payroll stuffers, etc.)?
Priority 

# ______ B.   Offer healthy foods in vending machines or the cafeteria? Priority

# ______ C.   Label healthy foods in vending machines or the cafeteria? Priority

# ______ D.   Offer healthy foods at meetings and company events? Priority

# ______ E.   Provide fresh fruits and vegetables on-site? Priority

# ______
F.    Make kitchen equipment (e.g., refrigerators or microwaves) available  

for employee use to store and prepare food?
Priority

# ______
G.   Have worksite activities, educational presentations or campaigns that 

focus on healthy eating or weight management?
Priority

# ______ H.   Provide incentives for weight loss or weight management? Priority

Score: ___________ (out of 24)
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Participant interest survey

  Physical activity 

Participate in regular group fitness classes at work (such as aerobics or yoga) 

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Join a lunchtime walking group

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Use exercise equipment on-site

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Get regular physical activity tips via email

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Get corporate or discounted membership rates to local health clubs or recreation centers

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Attend informational talks or presentations on topics related to physical activity

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Undergo a fitness assessment

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

What other physical activity topics are you interested in learning more about?

____________________________________________________________________________________________

Our company is planning to start a wellness program that will help you be healthier. Research shows 
that taking even small steps in changing your lifestyle and habits can greatly improve your health and 
well-being now and in the future. The healthier you are, the better you will feel each day. You’ll have a 
lower chance of developing chronic diseases like diabetes and heart disease. Plus, you’ll spend less 
money on health care expenses like medicine and doctor visits.

Please take a few minutes to fill out the anonymous survey below. Your answers will help us make sure 
the program best meets your interests and needs.  

Please indicate how likely you would be to do the following if offered at work. 

Continued on next page >>
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Participant interest survey

  Nutrition or healthy eating

Attend healthy cooking demonstrations 

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Receive healthy eating tips and recipes via email

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Attend informational talks or presentations on nutrition-related topics

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Use vending machines stocked with healthy food choices

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Choose healthy food options in the cafeteria

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

What nutrition or healthy eating topics are you interested in learning more about? 

___________________________________________________________________________________________

  Weight management

Participate in friendly weight-loss competitions at work

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Join small groups for regular information and support regarding diet and nutrition

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Use discounts to area weight-loss programs

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Receive incentives for individual weight loss

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Get a body fat analysis

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

What weight-management topics are you interested in learning more about? 

____________________________________________________________________________________________

Continued on next page >>
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   Tobacco cessation programs

  Extremely likely             Somewhat likely             Somewhat unlikely            Extremely unlikely

   Stress-reduction programs

  Extremely likely             Somewhat likely             Somewhat unlikely            Extremely unlikely

   Time-management programs

  Extremely likely             Somewhat likely             Somewhat unlikely            Extremely unlikely

    Alternative health programs (explorg benefits of massage, acupuncture, meditation, etc.)

  Extremely likely             Somewhat likely             Somewhat unlikely            Extremely unlikely

         
   On-site health screenings

Blood pressure check

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Blood sugar screening for diabetes

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Cholesterol level check

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Prostate-specific antigen screening 

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Osteoporosis screening

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Thyroid function check

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Asthma and lung function check (spirometry test)

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Other: ___________________________________________________________________________________

Continued on next page >>
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Continued on next page >>

  Educational programs

Importance of preventive care and having a primary care physician

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Cancer prevention

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Heart disease and stroke prevention

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Cholesterol and blood pressure management

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Arthritis management

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Osteoporosis prevention

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Back problem prevention and treatment

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Stress reduction

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Headache prevention and treatment

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Other: ______________________________________________________________________________________

  Employee assistance programs 

Managing job stress 

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Managing depression 

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Managing chronic health conditions (for example, diabetes, high blood pressure, etc.)

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Managing chronic pain (for example, back and neck problems)

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely

Participant interest survey
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What types of incentives would motivate  
you to participate in wellness activities  

or reach your health goals? (Check the three  
that are most important to you.)

Public or employee recognition 

Merchandise (e.g., T-shirts, water bottles  
or pedometers)

Retail gift certificates

Small cash prizes

Time off of work

Social events or entertainment (for example, 
company party, social outings)

Discounts on health insurance premiums

What other ideas do you have for  
improving wellness at work?

Your department and worksite:

         Employee assistance programs (continued)

Anger management 

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Coping as a caregiver  

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Assistance with alcohol or substance abuse 

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Other: ______________________________________________________________________________________

Please indicate how likely you would be to participate in health promotion  
activities during the following times. 

Before work

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

During lunch 

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

After work

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

On the weekends

Extremely likely             Somewhat likely              Somewhat unlikely            Extremely unlikely 

Participant interest survey

12 13

14
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Craft an  
operating plan
An operating plan is the central document — the roadmap — of your wellness 
program. It’s important to take the time to carefully craft this plan because it provides 
the wellness team specific direction and focus to keep the program moving. It also 
serves as a key communication piece for senior leaders and acts as a long-term guide, 
providing consistency and direction if members of the wellness team change. 

Although it may be tempting to skip this step and jump right into planning and 
implementing your program’s campaigns, don’t. The most successful workplace 
wellness programs have detailed operating plans that provide overall direction and focus. 

What is in an operating plan?
The operating plan, which should be created and agreed upon by the wellness team, 
consists of seven components:

1. A clear mission statement 
2. Specific goals and objectives documented in writing
3. A timeline for implementation
4. Roles and responsibilities 
5. An itemized budget 
6. Promotion and marketing strategies 
7. Evaluation procedures 

1 
 
establish a mission statement.
A mission statement briefly and simply communicates the ultimate purpose and 

goals of health promotion within the organization. When designing a mission statement, 
keep in mind that it should be easily understood, personal to your organization and in 
line with your organization’s values.
 
Examples of mission statements include:
“To foster the long-term health and well-being of our employees.”  
“To build a healthier, more productive workforce.” 

2 
 
Develop specific goals and objectives. 
Goals state the long-term accomplishments that you want to achieve. 

Objectives are the specific, measurable, realistic and time-based methods that will 
help you achieve those goals. 

For each program goal, there should be one or more objective. These goals and  
objectives will help you fulfill the mission and vision of the program. They will also  
allow you to determine its success.  

4Benchmark 4

enclosed
resources
  Sample program 

calendar

  Sample budget 
worksheet

Continued on next page >>
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Identify goals for your organization’s wellness program by looking at the health needs 
and interests of your employees. You can do this by reviewing health assessment 
results and the other data you collected in Benchmark 3. 

Once you have defined your goals, write down measurable steps to help you reach 
them. Keep in mind, crafting goals and objectives does not include planning the 
specific initiatives and activities needed to complete them. That will be accomplished  
in Benchmark 5. Rather, it serves to answer the questions, “What do we want to 
achieve?” and “In general, what accomplishments will help us get there?”

For example, the data might show that your workgroup is largely inactive and at risk  
for many chronic health problems that could be prevented or improved with regular 
exercise. A goal to address this need might be to improve exercise habits among your 
employee group. An objective to reach that goal may be to get 30 percent of your 
workforce performing some type of physical activity three or more days a week within 
the next six months. This objective provides a focused, concrete and measurable step 
to help employees reach a health goal.

3 
 
Create a program calendar.
Your program calendar is essentially a timeline that helps you plan your  

wellness program over a year or longer. It is where you identify how many campaigns 
you will launch over the course of your program and schedule when they will occur. 
This ensures you are allowing enough time for effective planning, implementation and 
evaluation of each wellness campaign and that they coincide well with other company 
events such as budget approvals. 

  See Appendix G for a sample program calendar that can help you map out the timelines for 
your wellness program.

4 
 
Identify roles and responsibilities.
It’s important to assign specific roles and responsibilities to individual wellness 

team members. These roles should align with the individual’s talents and interests.  
For example, one member may be a strong analytical thinker and should head up the 
evaluation portion of the plan. Another may have a background in marketing and is 
better suited to help with program promotion. Tasking individuals to help with different 
areas of the program will ensure that all aspects get attention and move forward.  

5 
 
Develop a budget.
To properly plan your health initiatives and achieve your wellness goals, it’s 

important to plan a budget. Research shows that, if used wisely, the greater the dollar 
amount allocated to improve health and wellness for each employee, the greater the 
organization’s return on investment. However, not all organizations have high levels  
of funds to devote to a wellness program. If this is true for your organization, rest 
assured. You can implement a successful wellness program on a smaller budget.  

Craft an operating plan4BenChMark 4

Tip: remember 
senior leaders

Your wellness program’s mission 
and goals need to align with 
senior leadership’s expectations 
for the program. Without clear 
support from the top, the 
program will not be successful. 
ask for leadership’s approval on 
your mission statement and 
goals, or ask senior leaders to 
join the process and provide 
input during the development 
stage. 

Continued on next page >>
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Whatever budget allocation you are given, it’s important to plan the use of your funds 
carefully. Consider all costs related to the project, which may include: 

• Staff time
• Communication needs such as  

printing and copying 
• Program materials  

Budgeting for and tracking expenses will help you fund your program and evaluate ROI. 

  See Appendix H for a worksheet that can help you create a budget. You can type directly into 
the form, and the calculations will be done for you. You can also print it and fill it out by hand.

6 
 
Plan promotional efforts.
Promoting campaigns within the organization is crucial to driving participation. If 

employees don’t know what’s going on, they can’t get involved. It can also help motivate 
employees by explaining or reminding them of how they can benefit from the program. 

To plan promotional efforts, write down what types of methods you will use. These 
may include the company newsletter, email, electronic bulletin boards or websites, 
informational posters, pamphlets, payroll inserts and more. If it makes sense within 
your organization, try to use a mix of written, oral and electronic messages to ensure 
you reach all members of your target audience. 

Promotional efforts should also include developing a creative program name, theme 
and logo. These branding efforts will help draw attention to the program and make it 
visible and easy to identify. Whatever theme you choose, keep it upbeat and positive. 

7 
 
Plan your evaluation.
The evaluation section of the operating plan simply states how you will measure 

and evaluate the success of your program. Your evaluation should link back to your 
goals and objectives and may include many different measurement factors, including:

• Participation rates
• Health indicators on the  

health assessment

Based on our earlier example:
Goal: To improve exercise habits among your employee group. 
Objective: Get 30 percent of your workforce performing some type of physical activity 
three or more days a week within the next six months.  

After six months of program implementation, evaluation steps may include:  

• Track the number of employees taking advantage of workplace exercise activities
• Assess changes in physical activity via a survey, focus group or health assessment
• Note any physical or policy changes within the organization such as adding workout 

equipment or implementing flex time to encourage walking during breaks

Craft an operating plan4BenChMark 4

Tip: Take a look
Check out the materials, 

including posters, health articles 
and email tips, that Blue Cross 
Blue Shield of Michigan has 
provided for four campaigns you 
may want to incorporate into 
your wellness program. These 
materials can serve as examples 
of resources you may want to 
create for additional campaigns.

• Equipment rental
• Incentives and prizes
• Health assessments and other  

data collection

• Employee satisfaction
• Changes in environment
• Changes in attitudes and culture 
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Planning 
phase

Aug. Sep. Oct. Nov. Dec. Jan. Feb. Mar. Apr. May Jun. Jul. Aug. Sep. Oct. Nov. Dec. Jan.

Pitch program 
to senior 
leadership 

Create  
wellness team

Gain approval 
and funding

Assess 
worksite and 
culture

Conduct 
participant 
interest survey

Set goals and 
objectives

CEO 
announces 
program

Conduct health 
assessment

Sample program calendar: Planning phase
This worksheet can be used to outline a high-level timeline for your wellness program. 

Continued on next page >>
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 Campaign phase Aug. Sep. Oct. Nov. Dec. Jan. Feb. Mar. Apr. May Jun. Jul. Aug. Sep. Oct. Nov. Dec. Jan.

Plan campaign 1

Kick off campaign 1

Execute campaign 1

Evaluate campaign 1

Plan campaign 2

Kick off campaign 2

Execute campaign 2

Evaluate campaign 2

Plan campaign 3

Kick off campaign 3

Execute campaign 3

Evaluate campaign 3

Plan campaign 4

Kick off campaign 4

Execute campaign 4

Evaluate campaign 4

Present results

Sample program calendar: Campaign phase
This worksheet can be used to outline a high-level timeline for your wellness program. 
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Sample budget worksheet
Use the template below to estimate your wellness program expenses. 

Item Estimated cost

Staff time $ _______________

Promotional needs

Printing of materials $ _______________

Posters $ _______________

Fliers $ _______________

Banners $ _______________

Campaign newsletters $ _______________

CEO and payroll letters $ _______________

Other $ _______________

Incentives

Prizes for registration  
and participation

$ _______________

Campaign awards $ _______________

Meetings (includes kickoff and conclusion 
celebrations)

Facility rental or  
cost of meeting space

$ _______________

Refreshments $ _______________

Speaker fees $ _______________

Decorations $ _______________

Other $ _______________

NOTE: This global program budget worksheet 
should reflect all potential campaign costs. If you 
wish, you may use this budget worksheet at the 
campaign level as well and then roll up the totals 
for a program budget estimate.

Item Estimated cost

Campaign materials  
(e.g., pedometers,  
food diaries, etc.)

$ _______________

Equipment rental $ _______________

Evaluation

Health assessment $ _______________

Survey development and 
distribution

$ _______________

Testing services (e.g., 
blood pressure, etc.)

$ _______________

Other $ _______________

Grand total $ _______________

appendix h
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Now that you have an operating plan in place that provides concrete goals and 
objectives for your program, it’s time to start your more detailed planning. While goals 
identify what you hope to accomplish and objectives provide long-term measurable 
steps on how to achieve them, campaigns include the specific activities that will get 
you there.     

Identifying and developing campaigns involves planning these six elements:

1. What campaigns will be offered 
2. Whom the campaigns will target
3. What the goals of the campaigns should be
4. How often the campaigns will be offered
5. What incentives will be used to encourage participation
6. How to launch the campaigns

1 
 
Choose your campaigns. 
Choosing your campaigns may seem obvious. But for each area of wellness, 

there is a wide range of programming options that can help you achieve your goal. 
Since it’s impossible to implement every option available, the key is to identify those 
campaigns that best fit your organization’s needs and your employees’ interests.  
They should also work within your budget and staffing resources. 

To help identify campaigns that can provide the best results, begin by reviewing the 
results of your health assessment. It will tell you what your employees’ risk factors  
are. Next, review your workplace wellness assessment. In what areas could your 
organization improve? What potential priorities for improvement did the wellness  
team identify?
 
Once you have a list of potential campaigns, check your participant interest survey 
results. Do any of the potential priority items from your workplace wellness assessment 
match the interests of your employees? 

2 
 
Identify your target audience.
The primary target audience for most workplace wellness programs is the 

employees. However, more and more programs are expanding to include spouses 
and families. Consider the value of targeting your program to these key individuals as 
well. Healthy behaviors are more likely to be sustained when they are reinforced at 
home and work. 

 

Identify your  
campaigns5BenChMark 5

Tip: Connect  
the dots

When looking at your overall 
wellness program, try to connect 
or “package” your campaigns so 
they build on each other’s 
success. 

For example:
a physical activity campaign 
that includes a walking  
initiative could be followed  
by a healthy eating campaign 
where participants eat more 
fruits and vegetables. This 
motivates participants to go  
to their primary care physician 
for an annual checkup through a 
preventive care campaign. now 
that participants know what they  
can accomplish by walking  
and eating right and they know 
their risk factors, they can  
learn how to lose weight  
through a weight-management 
campaign. 

Continued on next page >>
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3 
 
Set the goals for the campaigns.
To better plan your program, it is vital to identify the goals of your campaigns. 

For example, will the campaign increase awareness and knowledge of a health issue 
within your employee group? Change individual behavior? Improve the corporate 
health culture by modifying company policies and procedures?

Although every level of change is important, it is difficult to achieve them all at once. 
And depending on your budget and staff resources, you may need to first focus on 
the level of change that provides the greatest return on investment. For example, 
improving the company’s health culture through policy changes — such as requiring 
healthy foods to be stocked in the vending machines — involves fewer resources and 
impacts a greater number of people at once than working to change each employee’s 
eating behavior. 

4 
 
Determine the timing and frequency of campaign initiatives.
The operating plan that you created in Benchmark 4 includes a program  

calendar that guides the general length of your workplace wellness program. 
However, you need a more detailed timeline that provides guidance for your  
campaigns and the tasks and initiatives associated with each.  

To create your timeline, review your chosen campaigns. It is recommended that you 
allow about 16 weeks for each campaign. This includes time to launch, run and  
evaluate the campaign. Plan your campaigns so they flow from one to the next. 

Your employee and workplace surveys should help you identify initiatives that are  
valuable to employees and possible within the work setting. The goal is to create  
continuity in your program messaging and to reinforce hallmark activities that should 
become part of the participant’s everyday activities. This will create long-term  
behavior changes. 

5 
 
 Use incentives to encourage participation.
Although you don’t have to use incentives, they can be a powerful motivator  

to build or maintain interest and participation in a wellness program. For example,  
a $25 cash incentive can generate 50 percent participation in a health assessment. 
Without the incentive, participation rates generally hover around 10 to 15 percent. 

There are many types of incentives that can successfully motivate employees.  
Some common types include: 

• Monetary awards (either in the form of gift cards or  
discounted health insurance premiums) 

• Merchandise (such as movie passes, fitness gear or T-shirts)
• Recognition in company communications
• Paid time off
• Entertainment/events

Identify your campaigns5BenChMark 5

Tip: Seek  
legal review

Before offering wellness 
incentives or presenting your 
wellness plan to employees, 
consult a legal representative. 
There are many state and 
federal laws that impact  
how a wellness plan is 
crafted, including the use  
of incentives.  

Continued on next page >>
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When planning what types of incentives will be used in your program, review the 
results of your participant interest survey. It will give you an idea of the incentives most 
widely valued within your employee group. Whenever possible, use these incentives in 
your program and tie them to the task or activity employees have accomplished. 

6 
 
Launch the campaign.
Once you have outlined all the factors that will go into your campaigns, put 

them together in one cohesive action plan that leads up to a successful launch.  
The following are important objectives to a successful implementation:

• Have a senior leader introduce the campaign to all employees. This communication 
should touch on the objectives of the campaign, how long it will last, where 
employees can find more information and how it will be evaluated.

• Make promotion visible and communicate at every possible point.
• Communicate the results of the individual campaigns and the progress of the  

program overall.
• Encourage feedback and be ready to make any midstream changes if needed.  
 

Identify your campaigns5BenChMark 5

notes
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In order for employees to adopt healthier behaviors in the long term, it’s essential 
to create a supportive work environment. A healthy workplace and culture encourages 
employees to make positive changes, and it shows that the entire organization is 
focused on the same goals. Without a supportive environment, a lasting, results-driven 
wellness program will not be successful.  

For example, if your company sends regular healthy eating tips to employees only  
to stock vending machines and break rooms with fattening foods, it’s unlikely that 
employees will continue to make healthy food choices. Making healthy environmental 
and policy changes can not only boost participation, but also results.   

Creating a healthy workplace culture isn’t always easy. A few ways to help boost 
participation and maintain employee interest in your campaign initiatives include: 

• Be convenient: Whenever possible, schedule activities that can be accomplished 
during employees’ existing schedules (such as during workday lunch) instead of asking 
them to devote additional time (such as after work or on the weekends) to the task. 

• Be economical: Try to keep initiatives and activities free to participants or choose 
ones that offer a greatly reduced rate. 

• Be personal: Whenever possible, make sure you communicate to participants 
what’s in it for them. Understanding the short- and long-term health benefits of not 
smoking is an important motivator to helping employees quit. So is learning that 
their health premiums will be reduced. 

• Be driven: Research shows that employees are more likely to participate in and stick 
with a program when they are trying to reach a goal. Goal setting can be used in group 
activities, such as a friendly weight-loss competition, as well as individual efforts. 

Ideas for creating a healthy workplace environment
It can be helpful to make policy changes one area at a time. To create a company 
culture in which wellness is supported, focus on the major areas below. Don’t forget to 
include part-time workers and those who may be located at remote sites.

Increase physical activity
• Institute a flex-time policy that allows employees to exercise during the day. 
• Ensure stairwells are well-lit, easily accessible and inviting. Encourage employees  

to use them instead of elevators. 
• Install safe, convenient bike racks for employee use.
• Promote nearby walking or biking trails and pathways.
• Provide on-site exercise facilities or reimburse for off-site facilities. 
• Encourage employees to follow the Balance® digital health coaching program within 

the Engage Online Health Management Solution, part of BlueHealthConnection. 

Create a supportive 
environment6BenChMark 6

Continued on next page >>

Tip: Watch for 
online resources

Look for references to the 
engage™ Online health  
Management Solution, which 
is part of BluehealthConnection, 
throughout this benchmark. 
The digital health coaching 
programs mentioned are all 
available there. To get started, 
go to bcbsm.com.

http://www.bcbsm.com
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Reduce tobacco use
• Adopt a tobacco-free policy that prohibits the use of tobacco on all company grounds.
• Promote community resources that will help tobacco-dependent employees quit.
• Provide tobacco cessation counseling to employees.
• Encourage employees to follow the Breathe® digital health coaching program within 

the Engage Online Health Management Solution, part of BlueHealthConnection. 

Promote better nutrition
• Offer healthy food choices in company vending machines and cafeterias.
• Offer only healthy foods at company events, such as meetings and conferences. 
• Provide refrigerators and microwaves in break rooms so employees can bring lunch 

from home.
• Post healthy eating messages and information in cafeterias, break rooms and 

vending areas.
• Encourage employees to follow the Nourish® digital health coaching program within 

the Engage Online Health Management Solution, part of BlueHealthConnection. 

Improve workstation ergonomics
• Routinely assess employee workstations. Upgrade or modify equipment as 

necessary to ensure it is ergonomically correct.
• Provide employees specific instructions on proper form for work tasks  

such as sitting, typing and lifting.   
• Closely monitor the worksite’s heating, lighting and ventilation systems.
• Encourage stretching breaks throughout the day.

Reduce alcohol/drug use
• Create and distribute a no alcohol and other drug policy in the workplace.
• Implement pre-employment drug testing.
• Promote the company’s employee assistance program.   

Better manage and reduce job stress
• Establish employee mentoring and peer-group support programs.
• Establish and promote counseling resources such as an  

employee assistance program.
• Institute mental health days off for employees.
• Encourage employees to follow the Relax® digital health coaching program within 

the Engage Online Health Management Solution, part of BlueHealthConnection. 

Maintain organizational benefits that promote good health 
• Educate employees on the benefits provided and how they can help support and 

improve good health.
• Assess your company’s benefits package. (See Tip to the left for details.)

Create a supportive environment6BenChMark 6

Tip: Benefits 
checklist 

Consider adding the following 
benefits if they are not already 
provided to employees:

• health insurance
• Life and disability insurances
• Sick leave or 

mental health days 
• Leave of absence
• Vacation time
• Flexible work schedules or 

telecommuting
• Job sharing
• Maternal or paternal leave
• Child care or 

dependent care
• Flexible spending accounts
• retirement or 

investment plan
• Tuition reimbursement
• health promotion program 

reimbursement
• employee assistance program
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Although evaluating outcomes is the focus of the final benchmark, it should not 
be saved until the end of your wellness program — or even the end of each campaign. 
Ideally, evaluation is an integral part of the planning process and is performed before, 
during and after execution.  

The information you obtain from evaluation is critical to your workplace wellness 
program. It can help you:

• Modify or improve existing initiatives
• Demonstrate the value of campaigns
• Establish credibility to gain or maintain funding
• Measure your success in reaching your goals 
• Fine-tune your goals and objectives  
 

1 
 
Plan and execute your evaluation.
Every wellness program is unique and will be evaluated differently. However, experts 

agree that there are seven main areas to target when planning your evaluation. Although 
you don’t have to use every target, evaluating as many as possible can provide you with a 
wealth of information that can help you strengthen your organization’s focus on health. 

The seven evaluation targets are: 

1. Participation rates
2. Satisfaction
3. Improvements in knowledge, attitudes and behaviors
4. Changes in risk factors 
5. Physical environment and corporate culture
6. Productivity
7. Return on investment

Target 1: Participation rates
Keeping an eye on participation trends allows you to evaluate the effectiveness of  
initiatives and the motivations of your employees. Tracking participation rates is fairly 
easy and straightforward. Simply use registration forms for events and activities  
whenever possible. 

Compare participation rates between types of initiatives to see how engagement  
varies among offerings. If you run the same initiative more than once, see how  
participation compares over time — is it going up, remaining the same or dropping off? 

Carefully evaluate  
outcomes7Benchmark 7

enclosed
resource
  Sample evaluation 

chart

Continued on next page >>
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Target 2: Satisfaction
Understanding the participants’ level of satisfaction with an initiative or activity after its 
completion is valuable for future wellness planning. 

But assessing satisfaction at different points during a campaign — such as in the 
middle of a 12-week weight-loss competition — can allow you to adjust as needed 
along the way. 

Evaluate satisfaction rates by asking participants to fill out written or electronic  
surveys. Conducting focus groups a few weeks into a campaign is another good way 
to gather feedback. (See Benchmark 3 for information on how to run a focus group.)  

Target 3: Improvements in knowledge, attitudes and behaviors
Evaluating how effectively your wellness program has improved the knowledge,  
attitudes and behaviors of participants can provide you with solid outcomes data. 
There are many different ways to measure this data. Based on your specific program 
and needs, you can tailor methods that work best for you. 

A key to proper evaluation is to gather solid baseline information before you begin a 
campaign. For example, survey your participants about their knowledge of nutrition 
and eating habits before starting a healthy eating education campaign. After  
completion of the program, conduct the survey again and compare the results. 

t Additional resource: Check out the step-by-step campaign guides for examples of 
what these surveys can look like. 

Look for less obvious ways of assessing behavior changes, too. Ask your vendor to 
track sales of healthy food options in company vending machines throughout the 
campaign. Evaluate whether the program motivated a change in food choices.    

Target 4: Changes in risk factors 
The best way to monitor, track and compare employee health risk factors and  
biometric measures, such as blood pressure, cholesterol levels and body mass  
index, is to conduct periodic health assessments. 

Many health assessments such as Succeed, which is found within the Engage™ 
Online Health Management Solution, part of Blue Cross Blue Shield of Michigan’s 
BlueHealthConnection program, provide objective information about risk factors. 
Often, health assessments are conducted at least once a year. Depending on your 
program, conducting a health assessment more frequently, such as every three or six 
months, can give you richer data on the changing health and habits of your employees. 

Target 5: Physical environment and corporate culture
To assess improvements in the health focus of your company’s physical environment 
and corporate culture, use the data from the worksite wellness assessment  
completed in Benchmark 3 as your baseline. 

Then, reassess your organization and culture every year by retaking the assessment. 
This can help you track how your organization is moving toward a more supportive, 
healthy environment. 

Carefully evaluate outcomes7BenChMark 7
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Target 6: Productivity
Research shows that when a person is healthy and feels good, he or she is more 
focused at work, misses fewer days and gets more done. But how do you measure 
productivity? A starting point is to review and compare data that is already available. 
This may include absenteeism, disability claims and workers’ compensation. 

Target 7: Return on investment
Assessing true ROI is not always immediately possible. That’s because improving 
employee health and wellness by motivating consistent behavior change takes time. 
Nevertheless, there are ways to assess ROI in the short term. They include:

• Compare sick days before and after the program. Quantify the value of fewer 
missed workdays. 

• Compare medical claims information and prescription benefit use submitted before 
the program began with those submitted after. Note any decreases in benefits 
usage. Blue Cross Blue Shield of Michigan can help provide this data.  

2 
 
Communicate your results.
Once you have collected outcomes and results, package the data to share with 

senior leadership and program funders. Communicating your program’s success can 
help advance the cause of health and wellness throughout your organization, secure 
additional funding and raise the visibility of your efforts. 

To communicate data from many different evaluation sources in a way that is easy to 
share, consider using a chart. This keeps your results simple, concise and easy to 
understand. 

  Appendix I is a sample evaluation chart that illustrates how many different data sources 
can be incorporated into one document.

To present more results, focus on more than outcomes data. Although this is  
important, it doesn’t tell the whole story. 

Find and share personal stories of employees who have been motivated by the  
program to change their lives. For example, since losing weight, is one of your 
employees now able to play with his grandchildren again? Get back to a sport he 
loved? Has this success motivated him to make other healthy changes such as  
quitting using tobacco? 

The benefits of health and wellness are not always black and white. Your organization 
needs to understand and value the improvements in individual quality of life that a 
wellness program can help provide. 

Carefully evaluate outcomes7BenChMark 7

notes
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Sample evaluation chart
This sample evaluation chart shows how many different data sources can be incorporated into one 
document for evaluation and communication purposes.

Last year This year Change

Number of employees enrolled 
and participating in the program

100 120 Up 20%

Participant satisfaction  
(via surveys and focus groups)

75% 82% Up 9.3%

Policy or environmental changes 
(using worksite wellness 
assessment)

10 in place 14 in place Up 40%

Knowledge of topic such as 
nutrition or healthy eating  
(via knowledge survey)

50% 75% Up 50%

Healthy items purchased from 
vending machines

10% healthy choice 35% healthy choice Up 250%

Health indicators such as 
aggregate body mass index 

31% 29% Down 6.5%

Return on investment Sick days: 560 
Health care claims: 
$850,000

Sick days: 515 
Health care claims: 
$790,000

Down 8% 
Health care 
savings: $60,000

appendix I
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