
Webinar 1: 
Building the 

Business Case
Thrive in your Workplace | 2020 



Agenda

I. Objectives

II. The Business Case for Workplace Mental Health Investment 

III. Developing the Business Case

IV. Implementation Tips

V. Frequently Asked Questions 



Objectives

By the end of this webinar, participants will be able to:

• Understand how mental health impacts organizational performance 

• Craft a compelling business case for leadership to prioritize workplace mental health

• Access tools and templates to get started 



Why create a Workplace Mental Health business case? 

Gain consensus 

Engage key stakeholders 
early, positioning the 

initiative to meet goals

Obtain leadership support to align your 
workplace mental health initiative to 

organizational goals
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Leadership is a necessary component to move work forward but will require collaboration to be ultimately successful, 
Very important first step 
Workplace mental health is a continuum, and different organizations will be starting at different places. Some may have a strong mental health focus and programs available, whereas others are exploring this area to see if it aligns with their business and organizational goals. 
- True culture change comes from the top and taking the time to build a strong business case will ultimately support the success of your program 




Communicate the impact of mental health on individuals and organizations 
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When beginning to think about workplace mental health, it is important that the organization has a basic understanding of what mental health is and how it can effect the business. 
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Most Americans will participate in the workforce at some point 
- Mood disorders are the 3rd most common cause of hospitalization for ages 18-44, which are years that many people will be participating in the workforce
Many people are not diagnosed with a mental illness, even if they have one, so the impact is higher than estimated in these statistics 
It is important to discuss how common mental health is so that people can understand that, no matter the size of the organization, this is something that effects al lof us, by either experiencing a mental health challenge ourselves or through our friends or family members 
- Knowing the facts will help you educate others about how mental health impacts the workplace 







Common mental health conditions include depression, anxiety and substance 
use disorders with symptoms that can affect all aspects of our lives
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While many people experience a mental illness, such as depression or anxiety, many more people will also experience symptoms of mental illness that, even if they are not indicative of an official diagnosis, can present challenges for the individual and their families
Examples of symptoms can include: changes in sleep habits, irritability, lack of energy or poor concentration 
Important to note that work environment can impact mental health symptoms and increase stress ( they are related)
While stress and burnout are not technically mental illnesses they are symptoms of distress that can cause individual suffering and may eventually turn into mental illness and impact employees at work 




Mental illness has both direct costs, such as increased healthcare 
expenditures, and a variety of indirect costs, such as losses in productivity

• Research estimates that mental health disorders will cost nations $16.3 trillion 
between 2011 and 2030

• More workers are absent from work because of stress and anxiety than 
because of physical illness or injury

• Depression is estimated to cause 200 million lost workdays each year at a 
cost to employers of $17 to $44 billion
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2 Disability ( working well) 
Direct and indirect costs ( Brilliant Brain toolkit) 

In additional to individual suffering, there is  great economic loss associated with mental illness. Research estimates that mental health disorders will cost nations $16.3 trillion between 2011 and 2030.

Two of the most common outcome measurements related to workplace mental health are related to decreased workplace productivity

Absenteeism is the number of people who miss work due to mental health concerns. Most workers are absent from work bc of stress and anxiety than physical illness of injury. 


Presenteesim occurs when people are not working up to full capacity at work due to mental health concerns. While preseenteeism can be hard to measure but has largest impact on workplace. Depression alone is estimated to cause 200 million lost workdays each year at a cost to employers of $17 to $44 billion





A recent WHO-led study estimates that depression and anxiety disorders cost 
the global economy US$1 trillion each year in lost productivity
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 Leopold RS. A Year in the Life of a Million American Workers. New York, New York: MetLife Disability Group; 2001.
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Note that these numbers are only for depression and anxiety, and the total cost for mental health issues would be much higher
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The intersectional relationship between mental and physical health can 
increase costs further 

• People with mental illnesses often have 
co-occurring chronic, physical conditions 
such as heart disease or diabetes 

• Medical costs for patients with co-
occurring disorders are 2-3x higher 
compared to the costs for patients without 
“comorbid” disorders
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American Heart Association CEO Roundtable (March 5, 2019). Mental Health – A Workforce Crisis. Retrieved from https://ceoroundtable.heart.org/mental-health-a-workforce-crisis-report/




Good news: Mental health treatment helps 

• Most people who experience a mental 
health issue will recover and live happy, 
active lives. 

• The majority of individuals with mental 
disorders will improve with appropriate 
diagnosis and treatment

• 80% of employees treated for mental 
health problems report improvements in 
their job satisfaction and productivity



Employers can leverage workplaces to promote good mental health

The workplace can be activated to:
• increase access to and quality of mental healthcare
• create a supportive environment that promotes positive mental health

In doing so, employers may also reap the social and economic benefits of a mentally
healthy workforce:
• A World Health Organization study estimated that every $1 invested in prevention and

treatment provides a return of $4 in improved health and productivity to the US economy.
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(World Health Organization). 

There is a huge opportunity for employers to activate the workplace to:
increase access to and quality of mental healthcare 
create a supportive environment that promotes positive mental health

In doing so, employers may also reap the social and economic benefits of a mentally healthy workforce:




There is a clear return on investment to employers who prioritize 
employee mental health, but how do you obtain internal support 

and guide your organization to make these decisions? 



Developing the business case for Workplace Mental Health
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Now that we have shown you the compelling data that shown that workplace mental health is an important issue for employers to address, we are going to focus on strategies and tactics that you can use to convince your organization to prioritize initiatives related to mental health. 




A Workplace Mental Health business case has 4 elements:  

1. Outlines common mental health issues across the working-age population and their 
financial implications for employers

2. Presents research that illustrates potential savings in healthcare costs and 
productivity resulting from mental health support

3. Demonstrates the positive impacts of mental health friendly policies on both 
individual wellbeing and on organizations

4. Advocates for resources (i.e. time and money) to support mental health programming
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Harvard ManageMentor (October 2017). Business Case Development. Retrieved from: https://hbr.org/product/business-case-development-harvard-managementor/5678B-HTM-ENG 

These four elements can form the basis of a compelling argument to leadership by clearly presenting the issue and offering potential solutions. 

For mental health statistics, steal from this presentation! 




Lay the groundwork with 
a deep understanding of 
both mental health and 

of  your organization 
before diving in
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Developing a successful business case requires some initial legwork on your part to make sure you are presenting the strongest case possible to your leadership. 




Tip #1: Identify organizational change processes

Does your company have a formal process for evaluating strategic plans?
Think of the business case as a strategic plan for mental health. Some organizations only 
conduct strategic planning at specific times, such as during the annual budgeting process, 
so you should align your effort to any internal timelines.

Who has the authority to approve your case?
Determine which individuals need to be involved in the planning and approvals process and 
engage them early.

What level of detail is suitable for your organization? 
Some organizations require employees to utilize business case templates.
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Very important to consider your unique company culture in developing and presenting the business case. Think about other initiatives that have been successful, what happened to lead those programs to success? Consider the following questions




Tip #2: Know your audience 

Identify your key decision maker(s) and consider the following:

• What do they stand to gain—or lose—from the opportunity?
• Who within the organization or what factors influence decision-making?
• Are there similar initiatives that they have supported in the past?
• How do they prefer to receive information and make decisions?
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Tailoring your message to meet your decision-makers’ needs can help strengthen your argument and increase support for your proposal off the bat! 

How can you identify potential barriers and mitigate them? For instance, if there will be concerns about reducing email after typical work hours, is there a way to have certain employees be on call for any issues that arise? 

People who may need to be consulted in addition to leadership include legal and HR to preempt any opposition




Tip #3: Use data to make your case 

Use both national and organizational data about how poor mental health impacts 
individual health, productivity, and healthcare costs to make an argument that is 
tailored to your context, yet supported by the big picture. 

You might use internal data sources or a mental health calculator to get started: 
• Aggregate healthcare costs 
• Employee surveys (if available)
• EAP utilization data and common concerns 

The APA Workplace Mental Health provides free, digital calculators that estimate the 
impacts of depression and substance abuse at work 
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Presenting data can always strengthen your argument. 


http://workplacementalhealth.org/Employer-Resources/Mental-Health-Calculators


Sample Business Cases
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Now we are going to look at some examples of how organizations have successfully presented and received support for a business case for mental health programming at work. 




Business case A: Non-profit is concerned about rates of high turnover and 
stress among staff
Framing
• Access to mental health care has been shown to help people recover 

from mental illness, and supportive management training has been 
found to reduce burnout and improve relationships

Expected benefits 
• Decreasing turnover can increase productivity, morale and quality 

of staff, and reduce presenteeism
• Access to quality outpatient care can reduce healthcare costs 

The proposal 
• Conduct a campaign about health benefits to encourage use
• Develop policies and training to become a vicarious-trauma 

informed organization
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Lets assume that the individual tasked with creating the business case used some of the tactics mentioned in this presentation and:
Identify organizational change processes- figured out how to develop the proposal following company policy 
Find champions to generate support- identified other staff members who were also interested in this issue. 
Know your audience- framed the issue by providing some data and information about workplace mental health and how it can positively impact the bottom line
Use data to make your case- used data points to support their argument 
And offered a solution 








Business case B: A business leader is interested in workplace mental 
health, but remains suspicious about its promise 

Framing
• Untreated mental illness is costly: depression is estimated to cause 200M lost 

workdays each year
• Based on healthcare and EAP usage, substance use is a common problem 

among staff at this company

Expected benefits 
• Coordinated care models increase access to care and reduces healthcare 

costs
• Reducing absenteeism will increase worker productivity

The proposal 
• Hire mental health staff to provide on-site counseling to employees and 

increase access to psychiatry services via telemedicine.
• Develop workplace policies that limit alcohol at company events and 

conduct an educational campaign about substance use
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Again, lets think about our tactics. In this case there is initial skepticism, and presenting a strong, data driven argument can be a good way to decrease skepticism, particularly for people who may use data a lot in their daily work life 

Identify organizational change processes

Know your audience

Use data to make your case

Find champions to generate support







Frequently Asked Questions

Q: My leadership does not think it is appropriate or necessary to address mental 
health at work. How can I get their support?  
Explain that workplace mental health programs do not and should not provide mental 
health diagnosis or treatment (that should only be done by a clinician!) but rather focus on 
creating an environment that supports employees to feel comfortable accessing care. 

Q: We already offer a lot of mental health benefits and anyone with an issue can 
just call the EAP. Why should we continue to focus on this issue?  
The existence of resources is not always enough to ensure that employees are actually 
receiving appropriate mental health care. Describe the low rates of utilization of EAPs 
nationally and the need to encourage uptake of services. If possible, review benefits 
information to determine utilization rates and identify if there is a need to improve 
awareness of services and encourage their use. 

Presenter
Presentation Notes
Q1: Make very clear that there are guidelines about how to have these conversations and assure them that this is not going to create a situation where the workplace becomes group therapy. Explain that workplace mental health programs do not and should not provide mental health diagnosis or treatment (that should only be done by a clinician!) but rather focus on creating an environment that supports employees to feel comfortable accessing care. Emphasize the impact of poor mental health on productivity, healthcare costs, and disability. Obtaining additional information about risk and liability, and involving legal professionals may help in making clear what is appropriate and helpful in the workplace and to avoid any confusion. 

Q2: One common issue we see is employees who are interested in workplace mental health but leadership is not fully on board. This can be a tough place to be as research and past experience has shown us that culture change comes
from the top, and it will be very difficult to successfully move these programs forward without that buy in. They may feel that they already have addressed this issue and no longer need to focus on it. The existence of resources not always enough to ensure that employees are actually receiving appropriate mental health care. Describe the low rates of utilization of EAPs nationally and the need to encourage uptake of services. If possible, review benefits information to determine utilization rates and identify if there is a need to improve awareness of services and encourage their use. 








Additional Resources

• Mental Health – A Workforce Crisis: Sample business case, data and infographics

• Center for Workplace Mental Health: Statistics on workplace mental health, substance 
abuse calculators, benefits of basic and enhanced medical care

• The Workplace Strategies for Mental Health ‘Making the Business Case’: information on 
costs associated with untreated mental illness, relevant statistics, suggestions for union-
management collaboration

• One Mind at Work: sample business case, infographics and fact sheets, serious 
depression cost calculator 

• HBR Ascend: templates for crafting a compelling business case
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from the top, and it will be very difficult to successfully move these programs forward without that buy in. They may feel that they already have addressed this issue and no longer need to focus on it. The existence of resources not always enough to ensure that employees are actually receiving appropriate mental health care. Describe the low rates of utilization of EAPs nationally and the need to encourage uptake of services. If possible, review benefits information to determine utilization rates and identify if there is a need to improve awareness of services and encourage their use. 






https://ceoroundtable.heart.org/mentalhealth/the-business-case-for-investing-in-mental-health/
http://workplacementalhealth.org/Making-The-Business-Case
https://www.workplacestrategiesformentalhealth.com/psychological-health-and-safety/making-the-business-case
https://onemindatwork.org/at-work/the-business-case/
https://hbrascend.org/topics/know-when-to-develop-a-business-case/


Thank you for watching 
Thrive in your Workplace’s webinar: 

Building a Business Case.  
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