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Executive Summary

An emphasis on worker health is an emphasis on business health. While many
organizations realize this, it's not always clear how to simultaneously create positive
outcomes for both. That’s where an integrated approach comes in. It views work and
the workplace as having tremendous potential to improve employee safety, health,
and well-being.

It empowers your organization to address deeper, systemic issues, and in the process,
weave together your safety, health, and organizational goals. The purpose of this guide

is to demonstrate how to implement an integrated approach to worker safety, health,

and well-being at your workplace. The first chapter covers the essentials of the approach:
what it is, what makes it different, and why it's valuable. The second chapter examines
how to build support for an integrated initiative among leadership and throughout your
organization. The final three chapters walk through how to plan, implement, and evaluate
an integrated approach. Throughout the guide, you'll find real-world examples from
various organizations that exemplify the concepts and processes presented.

This guide shows you how to:

= Inspire key worksite stakeholders to support and participate in
an integrated approach

= |dentify goals and objectives for an integrated initiative
= Target your efforts on working conditions

= Implement policies and practices that create and sustain positive
working conditions

® Evaluate and continually improve your efforts to enhance worker
safety, health, and well-being

We summarize the contents of each chapter below.
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Chapter 1
An Integrated Approach to Worker Safety, Health, and
Well-Being

An integrated approach is a comprehensive, management systems approach to worker safety, health, and
well-being that's shaped by employee input and participation. The difference with this approach—and its
greatest strength—is a sharp focus on using policies and practices to influence working conditions, which
are often the drivers of safety, health, and well-being issues.

By targeting working conditions, an integrated approach naturally guides your attention to the systems
level, which has several critical advantages. A systems approach can demonstrate how multiple factors
contribute to health and safety issues. And looking further upstream may allow you to address root causes
instead of just symptoms. A comprehensive approach that’s collaboratively designed and implemented is
the most effective path to improved safety, health, and well-being outcomes. And it can positively impact
employer outcomes, as well.

Key Characteristics
An effective integrated approach is based on six key characteristics:

o Leadership commitment. Leadership makes worker safety, health, and well-being a clear priority
for the entire organization. Leaders drive accountability and provide the necessary resources and
environment to create positive working conditions.

« Participation. Stakeholders at every level of an organization, including employees and organized
labor, help plan and carry out efforts to protect and promote worker safety and health.

« Policies, programs, and practices focused on positive working conditions. The organization
enhances worker safety, health, and well-being with policies and practices that improve
working conditions.

o Comprehensive and collaborative strategies. Employees from across the organization work
together to develop comprehensive health and safety initiatives.

o Adherence. The organization adheres to federal and state regulations, as well as ethical norms—
such as a respectful workplace—that advance worker safety, health, and well-being.

« Data-driven change. Regular evaluation guides an organization’s priority setting, decision making,
and continuous improvement of worker safety, health, and well-being initiatives.

What Makes It Valuable

A growing body of research shows that an integrated approach can lead to healthier and safer employees,
as well as improved operating and financial outcomes. Organizations already using this approach have
found that it:

e Improves market performance "

o Leads to safer workplaces 2
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e Boosts productivity and worker satisfaction

e Reduces absenteeism and lowers turnover rates “*

» Bolsters employee participation in safety, health, and well-being initiatives ©
o Creates stronger health and safety programs !

e Results in greater improvements in health-related behavior changes &%

Chapter 2
Integrated Leadership and Collaboration

Buy-in and collaboration from across your organization are vital to the viability and sustainability of an
integrated approach. Also important are leaders who show clear commitment to improving working
conditions, managers who facilitate the process, and workers at all levels who provide input and participate
in your initiative. To build support for an integrated initiative, you'll need to:

o Seek top leadership support early on. Leadership can set the tone for new initiatives, influence
management and employees, commit resources, and create supportive environments. Such actions
demonstrate a clear commitment to worker health and safety and serve as an essential driving force
behind an integrated initiative.

« Encourage collaboration. Whether you create an integrated approach team or tap into another
collaborative effort within your organization, diverse perspectives and expertise can help with
everything from planning the initiative to continual improvement.

o Work closely with middle managers. Middle managers often hold the keys to successful imple-
mentation of an integrated initiative because they directly manage both workflow and employees.
It's critical that they understand how to support both the effort and their workers.

« Give workers clear opportunities to participate. Involving workers in your initiative is a key
characteristic of an integrated approach. You'll need to show employees that their involvement will
lead to substantive change and improved outcomes.
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Chapter 3
Integrated Planning

Successful initiatives typically start with a clear, thorough plan. While the steps outlined below are typical of

many detailed planning processes, integrated planning focuses on working conditions

to improve employee

safety, health and well-being. It also emphasizes comprehensive solutions, collaboration, and participation by

all levels of employees.
Here are the key steps:

« Define your goal. An effective goal

provides direction for your team. When THE INTEGRATED PLANNING PROCESS
you align the initiative’s goal with your
organization’s mission and business

objectives, you also increase the odds that e /o

you'll get buy-in and support from across ) !
your organization. /

o Choose SMART objectives. SMART '
objectives—Specific, Measurable, =) -
Attainable, Relevant, and Time-bound— g
help you get the most from your process. \
They drive accountability and clarify what
you want to accomplish.
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By targeting working conditions, you work

at the systems level and focus on the root
causes of health and safety issues.

o Gather and analyze essential worksite information. Focused information gathering gives you a
baseline to measure progress, verifies your choice of objectives and working conditions, and helps

you select and prioritize your tactics.

o Select tactics to achieve your objectives. Your tactics influence which policies and practices you'll

need to create or change to improve working conditions.

o Create an action plan. A well-crafted plan charts your course and drives accountability. It also guides

efforts to track progress, allowing you to identify areas that need improvement.

« Identify required resources. Consider especially if staff needs to be hired or tasks reassigned, and if
new funds are required for items like changes to the physical environment, new employee benefits,

or training costs.

During your planning process:

» Make sure to reach out to those impacted by the initiative, including workers, as they may offer critical

suggestions and solutions.

o Contact those who need to be convinced about the initiative’s value and invite them into the process.

o Allow for plenty of time and discussions around planning. This early effort may help prevent later

surprises or roadblocks.
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Chapter 4
Integrated Implementation

With a plan in place, you can move on to implementation. This is where the rubber meets the road, and you
see how changes to policies and practices actually play out in the workplace.

To facilitate implementation:

o Start small. Do a trial run of your plan before scaling up more widely. You'll likely learn important
lessons in these first steps, allowing you to tweak your tactics before making broader changes.

« Change working conditions through policies and practices. For instance, to increase the use of
mechanical lifts in areas where moving heavy items is common, you can use worker and manage-
ment input to implement standard operating procedures for lift use, inspection, and maintenance.

e Monitor progress. It's important to track progress toward your objectives and to check how the
process itself is going. You'll learn not only if your tactics are working, but also why, which helps make
your process even more effective.

» Review accountability procedures. During implementation, it helps to examine the procedures you
put in place to ensure that all those responsible for implementing an integrated approach know their
roles and are held accountable.

o Communicate with leadership, management, and employees about progress. This helps
maintain interest and build support and participation for an integrated approach.

» Train employees for successful implementation. Weave integrated approaches into your existing
trainings. And, consider training all levels of employees, including management, on their roles in
protecting and promoting worker safety, health, and well-being.

As you go along, remember to:

o Give employees opportunities to participate in implementation—this is critical for your initiative’s
long-term success.

o Use existing processes. For example, continuous or quality improvement processes in industries such
as health care or manufacturing, or pre-task planning in construction, can serve as great platforms for
an integrated approach.

» Engage leaders in an on-going way through frequent meetings and communications.
o Communicate often—you'll build trust and support, gain valuable insight, and increase participation.

 Identify the resources you need. If some employees take on new responsibilities, consider shifting
their responsibilities to prevent work overload.

 Listen to stakeholders. Workers and managers at all levels can provide critical insights. It helps
to listen closely to their input and keep an open mind to changing which tactics and working
conditions the initiative focuses on. If key stakeholders aren’t participating, talk to them and
address their concerns.
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Chapter b
Integrated Evaluation and Improvement

When you monitor and analyze data about your initiative, it helps you measure success and improve
policies, processes, and practices to reach your objectives. You also get concrete evidence to guide
decision-making and resource allocation. Organizations vary in their capacity for evaluation, so gear
your effort appropriately for your worksite.

As you evaluate and continually improve your initiative:
« Remember the key characteristics of an integrated approach. This will help keep your efforts
focused on working conditions.

o Use avariety of data collection methods. You'll develop a more complete picture of the issues
at hand when you gather evaluation data in multiple ways, such as surveys, walk-throughs, and
conversations with employees.

« Limit how much data you collect. Focus just on the data that helps you evaluate the objectives,
working conditions, and tactics in your action plan.

o Form a diverse evaluation team. A team with a variety of backgrounds, skills, and experience gives
you a wider range of perspectives and insights.

o Evaluate as needed. There’s no formula for how often to evaluate your initiative. It's based on your
objectives and capacity, and it may change over time.

o Communicate often. Regularly share the results of your findings and ask for feedback.

o Let the data guide you. Your evaluation results help determine your next steps so you can
continually improve your initiative.

Looking Ahead

For more information about weaving worker health, safety, and well-being into the fabric of your
organization, download Implementing an Integrated Approach. Whether you use this document as a
trusted guide or an occasional reference, you will have a framework, processes, tips, tools, and resources
to improve working conditions and achieve better outcomes for your employees and your organization.

HARVARD TH.CHAN CENTER FOR WORK,

SCHOOL OF PUBLIC HEALTH HEALTH, & WELL-BEING Implementing an Integrated Approach | vii



http://centerforworkhealth.sph.harvard.edu/node/102

Executive Summary

References

1.

10.

wmm

Fabius, R., et al., Tracking the market performance of companies that integrate a culture of health and
safety: an assessment of corporate health achievement award applicants. J Occup Environ Med, 2016.
58(1): p. 3-8.

Shaw, W.S., et al., A controlled case study of supervisor training to optimize response to injury in the food
processing industry. Work, 2006. 26(2): p. 107-114.

Shaw, W.S., et al., Employee perspectives on the role of supervisors to prevent workplace disability after
injuries. J Occup Rehabil, 2003. 13(3): p. 129-142.

National Institute for Occupational Safety and Health. Total Worker Health. http://www.cdc.gov/niosh/
TWH/. 2013. [cited 2017 March 29].

Pronk, N., D. Lagerstrom, and J. Haws, LifeWorks@ TURCK: A Best Practice Case Study on Workplace
Well-being Program Design. ACSM’s Health & Fitness Journal, 2015. 19(3): p. 43-48.

Hunt, M.K,, et al., Process evaluation of an integrated health promotion/occupational health model in
WellWorks-2. Health Educ Behav, 2005. 32(1): p. 10-26.

LaMontagne, A, et al., Assessing and intervening on OSH programmes: Effectiveness evaluation of the
WellWorks-2 intervention in 15 manufacturing worksites. Occup Evniron Med, 2004.61(8):p. 651-660.

Sorensen, G,, et al., A comprehensive worksite cancer prevention intervention: behavior change results
from a randomized controlled trial (United States). Cancer Cause Control, 2002. 13(6): p. 493-502.

Pronk N., Integrated worker health protection and promotion programs. J Occup Environ Med, 2013.
55 (Suppl)(12): p. S30-37.

Anger, WK, et al., Effectiveness of Total Worker Health interventions. J Occup Health Psychol, 2015. 20(2):
p. 226-247.

HARVARD TH.CHAN CENTER FOR WORK,
SCHOOL OF PUBLIC HEALTH HEALTH, & WELL-BEING Implementing an Integrated Approach | viii



HARVARD TH.CHAN CENTER FOR WORK,
SCHOOL OF PUBLIC HEALTH HEALTH, & WELL-BEING

http://centerforworkhealth.sph.harvard.edu/



