
Building

MENTALLY HEALTHY AND SAFE TEAMS

How to reduce stigma and build a care movement 

“To know even one life has breathed easier because
you have lived. This is to have succeeded”

RALPH WALDO EMERSON



We know that a lot of HR and WHS professionals are passionate about helping to
create a mentally healthy workplace. Whilst not exhaustive, this guide is meant to
provide a framework, checklist, and examples of what has worked to improve
workplace mental health.

I’ve learnt these tips through running a culture change consultancy, helping to
grow R U OK?, training thousands of leaders, and interviewing subject matter
experts.

Our #1 lesson to change a culture is that you need a burning case for change and
‘C-suite’ support. We hope you find this helpful.

Kind regards,

Graeme Cowan

BACK FROM THE BRINK author,
Founding R U OK? Board Director
Co-founder of WeCARE365

Creating change

"THE SINGLE LARGEST POOL OF UNTAPPED RESOURCE
IN THIS WORLD IS HUMAN GOOD INTENTIONS THAT
NEVER TRANSLATE INTO ACTION." - CINDY GALLOP












Exhausted (52%)        Angry (27%)
Stressed (40%)           Depressed (32%)
Overwhelmed (43%)

Employees 'always' or 'often' feel:

(Advancing workforce well-being, June 2023; Deloitte Insights)        








The burning case for change

“Just because a mental injury is harder to see – it doesn’t mean it can’t be prevented.
We’re putting employers on notice that they have a legal obligation to make sure their
workplaces are psychologically safe.” 

Narelle Beer - Executive Director of Health and Safety - Worksafe Victoria

Mental Health is the #1 most important
societal issue that employees care about.
(Return on Action Report 2021; Atlassian / PWC) 

66% of Australian managers and 62% of
employees feel burned out.

70% is what managers contribute to
the engagement and wellbeing of their
team.
 (It’s the Manager; Jim Clifton & Jim Harter. From
Gallup Global Study, The Future of Work)

Basic mental health training of managers
led to a positive return on investment of
998%. 
(Workplace mental health training for managers
and its effect on sick leave in employees: a cluster
randomised controlled trial, Lancet Psychiatry, 11
October 2017 by Milligan-Saville, J.S... et al)

The more employees who agree with
this: “My supervisor, or someone at
work, seems to care about me as a
person” the higher the profit, customer
service levels, and employee longevity.
(Conchie, B & Rath, T (2008). Strengths based
leadership: Great leaders, teams and why people
follow. Gallup Press) 

ISO 45.003 - The WHS Act defines
‘health’ as including both physical and
psychological health. Workplace safety is
no longer just determined by physical risks
and needs. It is now just as important to
ensure the workplace is a mentally safe
environment.

A positive Culture (46%)
A focus on Mental Health (42%)
A sense of purpose (40%)

Hybrid work is here to stay, and
employees now seek:

(Work Trend Index: 2022 Annual Report; Microsoft)       



Building a Mentally Healthy Culture Checklist 

If you have downloaded this checklist, you want to create a mentally healthy culture@work, just
like us. We have handpicked some of the key steps and questions you should consider to plan,
launch and create momentum for a mentally healthy culture.

Prepare

First things first: What’s your Go or No Go
question? Ours is: ‘Is the Executive Leadership
Team onboard?” If not, why? Share with them
a burning case for change (see p.2)

Identify your sponsor. We recommend
sponsorship from a divisional leader who is
passionate about this issue, outside of HR 

Articulate how your initiative underpins your
vision and values

Know your starting point. Audit everything you
currently have...and do

Do you have data on the current state? I.e.
absenteeism, work cover costs, presenteeism,
employee engagement etc?

Identify KPIs - how you will you monitor?

Get authentic. Plan on incorporating personal
stories from your workforce (video or podcast)
as part of the launch

Prepare project, marketing and communication
plan

Have a multi-year plan - Rome wasn’t built in a
day

Launch

Use employee video stories to promote the
relevance (invite others to submit their story)

Divisional leader to launch (can they share a
story?)

Share with your audience why you’re doing this,
the benefits to their personal and work life 

Aim for them to recognise the problem and
the obstacles i.e. not knowing how to help

Invite (rather than ‘tell’) employees to be part
of the solution

Promote your new program and current
resources e.g. EAP, mental health champions etc

Ensure your launch and program is accessible for
all (digital, print and face-to-face events and
programs)

Consider reinforcement activities and collateral -
how do you provide ongoing just-in-time support
and recall? (booklets, posters, wallet cards etc)

Momentum

What’s your refresher strategy? 

How does your movement grow over time?
What’s next? (90 day plan?)

Invite your program’s champions to join a
social group i.e. how can they give back
and/or share (they want to!)

Track eLearning completions and share with
your sponsor and organisation

Recognise champions (certificate, pins,
announcements etc)

Share mental health stories throughout the
year (videos / podcasts)

Champions invited to shape future strategy
(identify extension programs / job aids / training)

Incentivise through leaderboards and
donations

Continually evaluate and update content

‘Culture’ comes from the Latin ‘cultus’, which means ‘care’. 



WeCARE   eLearningTM

Building mentally healthy and safe teams

WeCARE Manager, designed to develop all your managers using elearning, spaced
learning, nudge videos (nudging behaviour change over 12 weeks) and many job aids,
help sheets and scenario-based learning. Learn more…

WeCARE (for all), designed for all staff and to compliment the manager program, using
elearning, job aids, practical help sheets and just in time support tools. Learn more…

WeCARE Psych Safety is a follow up program for managers, introducing Psychological
Safety, and providing activities within the elearning for managers to build their own
Psychological Safety Plan. Learn more…

WeCARE Momentum Hub is designed for your project team to use. It’s full of ideas and
assets that maintain the momentum of your training for the first year and beyond. Learn
more…

To change culture and build more mentally healthy teams, you’ll need a mix of initiatives, like
assessing the workplace itself, policies, finding your champions, work design, events and
training.   

WeCARE365 offers a range of elearning programs to support organisations large and small.
All of them are easily customised and can be rolled out on your own Learning Management
System or hosted by us.

Leading psychology publisher New Harbinger has published our ICARE framework. Our work
has been reviewed and approved by organisational psychologists and shown to comply with
all Australian workers compensation legislation by legal specialists.

https://wecare365.com.au/wecare-manager/
https://wecare365.com.au/wecare/
https://wecare365.com.au/wecare-psychological-safety/
https://wecare365.com.au/product-wecare-momentum/


Graeme Cowan

Graeme is the author of best selling BACK FROM THE BRINK book series and a
founding Board Director of R U OK? Over the last 5 years he has helped thousands of
leaders and teams to be more caring, mentally healthy, and growth oriented. He is a
regular media commentator on workplace resilience in volatile times.
www.graemecowan.com.au 

Brenden Carter

Brenden is the Founder and Creative Director of The Learning Hook,
www.learninghook.com.au, a multi-award winning elearning solutions company. He’s
always been passionate about learning and particularly how we turn our knowledge
into action. Having worked with many large organisations, he recognised a common
need for more support and training to create mentally healthy workplaces. He’s now
doing something about it with Graeme Cowan and the WeCARE program.

To learn more, contact us: support@wecare365.com.au

TMAbout the Co-Creators of WeCARE

http://www.graemecowan.com.au/
http://www.learninghook.com.au/
mailto:support@wecare365.com.au

