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Value Based Wellness Design

• Health plan and employee program designs based 
on business value versus cost

• Employee health managed as an investment in 
workplace productivity and corporate performance

• Primary themes:
• Integrated, comprehensive view of programs
• providers, costs and benefits
• Promoting healthy behaviors
• Promoting preventive health screening
• Promoting integrated health management
• Enabling access to proven solutions
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A Framework For Wellness 
Program Design
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Roadmap to a Healthy Company culture

Leadership behavior, work 
environment, language, lifestyle

Tie participation/results to rewards, 
plan access and premiums

Challenges, committees, clubs, 
incentives

On-line resources, wellness fairs,        
on-site services, seminars, programs

Wellness assessment, screenings, 
preventive care 

Promotion, education, listening, data 
analysis

Increase Awareness

Make It Personal

Provide
Tools & Resources

Energize

Accountability

Culture Change

Time

In
te

ns
ity
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Principles of Wellness Program Design

• Treat employee health like any other business 
investment

• Make every action (investment) count
• Wellness is a marathon, not a sprint
• Build credibility before asking for money
• Partner for speed
• Integrate everything, everywhere
• Be opportunistic and find proof points
• Lead with what they know, not what you know

• Use the language of the C-suite and employees
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Framework for Wellness Program Design

Build Case for Action

Analyze Data

Set Goals

Develop Business Case 

Develop Action Plan

Organize Initiatives

Gain C-Suite Support

Engage Stakeholders

Partner Internally
Engage Employees

Partner Externally

Implement and Monitor

Measure Outcomes
Manage Projects

Assess & Adjust
Change the Culture
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Analyze Your Data

• Analyze your data to identify the greatest areas of 
opportunity as well as to size the benefits from 
investing in employee health
• Major factor in prioritizing initiatives
• Basis for ROI model

• What you do:
• Assess total cost: direct and indirect 
• Break down data silos (lost time, productivity, EAP, etc)
• Challenge partners to tease meaning from their data
• Identify primary cost drivers 
• Segment population using HRA and other data
• Analyze trends and interdependencies
• Identify success areas, opportunities, priorities
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Set Goals

• Set goals to focus your initiatives
• Problems being solved and outcomes expect

• What you do:
• Identify the business value being created
• Find the ‘hook’ that engages the organization
• Make goals SMART: Specific, Measurable, Agreed-up, 

Realistic, Time-bounded
• Balance short and long term goals

– Acute and chronic cost drivers may provide quick wins
– Focusing on your healthy population is a longer term 

investment to reduce future onset of chronic conditions
– Bundle investments in health with plan changes 
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Develop Your Business Case

• Definition: A standardized process for evaluating 
investment opportunities
• Ensures investments will produce an adequate return
• Used to prioritize requests for funding across the enterprise
• Provides a forum to discuss assumptions, risks, and 

alternative solutions
• Ensures alignment of expectations for outcome measures 

and targets
• Ensures stakeholder support, resource commitment and 

integration with other corporate initiatives
• Look like a duck and act like a duck
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Develop Your Action Plan

• Definition: a formal document that further defines 
the initiative and acts as a guide for implementation

• Includes: goals, scope, costs, timeline, resources, 
R&R, tasks and milestones

• Captures important ancillary information: 
assumptions, dependencies, project review and 
control process

• Includes work streams such as: policy, process, 
technology, communication, stakeholder mgmt
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Business case example – Smoking cessation

• Sabre’s risk profile for smoking is low relative to 
national norms

• However, at 12% of the population at risk, there’s still 
an opportunity for cost savings

• AHIP’s (America’s Health Insurance Plans) ROI 
calculator suggests Sabre can save $500k over 5 years 
with an effective SC program ($950 - $1100 pp)
• see www.businesscaseroi.org

• Beginning is 2007, Sabre provided pharmacy coverage 
for several SC medications
• Subsidy with deductible waiver
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Gain C-suite Support

• Purpose: to gain the necessary support from senior 
leadership to ensure success

• What you do:
• Speak to the corporate agenda and align initiatives
• Don’t assume execs understand the direct and indirect 

costs/value of employee health
• Educate but don’t overwhelm
• Pre-sell to identify attitudes and obstacles
• Nothing sells like proof points
• Explain integration points and find leverage points
• Clarify roles and expectations (yours and theirs)
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Engage Employees

• Purpose: to create a strong desire in employees to 
improve their health, adopt healthy living behaviors 
and become champions of a Healthy Company culture

• What you do:
• Understand and use the stages of personal change
• Understand and use the stages of personal development
• Use carrots first, accountability (sticks) later
• Open a dialog, put a face on the benefits team
• Involve employees in wellness committees and employee led 

clubs
• Solicit and publish success stories
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Partner Internally

• Purpose: to align initiatives with common objectives 
and ensure everything employees hear or touch 
supports the message  

• What you do:
• Gain support throughout HR, focusing on enterprise value 

and integration points
• Exploit synergies in business unit and departmental goals
• Hold workshops for managers to make them insiders while 

soliciting their input
• Bring labor groups in early and find common ground
• Bring other departments into the team: facilities, IT, 

marketing, communications, finance
• Integrate everywhere possible
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Partner Externally

• Purpose: to get everyone in the value-delivery chain 
pulling in the same direction
• The two worst things you can do are: do it yourself or let 

someone else do it
• What you do

• Make relationships more than the contract
• Invite TPAs, PBMs, insurers, providers and other vendors 

to quarterly summits 
– Explain your direction, goals, plans
– Clarify your expectations
– Brainstorm new integration point, data mining and new 

solutions
• Enlist the help of specialists in analysis and design
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Implement and Monitor

• Manage Projects with rigorous project management 
discipline to achieve the desired outcomes
• Invest in the team managing the initiative

• Measure Outcomes to ensure you achieve desired 
results
• Track and report results frequently
• Look for trends and proof points

• Assess and Adjust as needed to achieve the desired 
results
• Address unanticipated obstacles 
• Capitalize on unanticipated opportunities 
• Schedule regular reviews (HR, exec, other mgmt, external partners) 

to review progress and make adjustments where needed

18
© Copyright 2007 Perform For Life, LLC

Implement and Monitor

• Expand and Change the Culture to make employee 
health part of the fabric of the enterprise
• Expand programs to other geographies and participant 

segments
• Cast the net wider when defining value, looking for data 

and designing initiatives
• Shape all aspects of the environment, norms, behaviors to 

align with the employee health agenda (e.g. 
cafeteria/vending, catering at company meetings, company 
communications, internal/external PR, incentives, on-site 
services, charitable events, etc)
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Commit to Action


