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Leading the Horses to Water:

How an integrated participation strategy 
continue to exceed expectations

Barbara Pelletier
Director, Health and Wellness
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Session Objectives:

• Introduce Baystate’s 
Culture of Health strategy

• Identify critical success 
factors for participation

• Share lessons learned

• Highlight data insights
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About Baystate Health
“We improve the health of people in our communities everyday with

quality and compassion.”

• Integrated Healthcare System:
– Medical Centers
– Home Care
– Medical Practices
– Out-patient Facilities
– Academic Group Practices
– Health Plan

• Nearly 10,000 employees

• Western Campus of Tufts 
University School of Medicine
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What ever the job role at Baystate--contributing our best 
everyday…
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Building a Culture of Health is a 
“B.H.A.G”

“A management philosophy and 
comprehensive approach that encourages 
employees to adopt  healthy lifestyles , 
choose appropriate health care coverage 
and use health care services wisely ……..to 
create a healthy work environment and a 
productive, engaged workforce.”

Ron Fontanetta, Principle, Towers Perrin
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Instill a culture 
that promotes 

healthy 
behaviors

Generate 
positive and 
measurable 
outcomes

Support BH 
goal to be a 
workplace of 

choice

Core 
Strategies

• Create infrastructure that drives integration
• Develop innovative programs to create interest & re adiness
• Institute policies and plan design to support initi atives

Vision, goals and strategies
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Healthy 
(10-15%)

1-2 Health 
Risk Factors
(52-59%)

3+ Health Risk 
Factors  and 
Diagnosis
(30%)

Catastrophic
Illness 
(1-3%)

BUILDING BLOCKS TO HEALTH AND 
WELLNESS

Health Risk 
Appraisal

DATA WAREHOUSE

Physical 
Activity

Health 
Awareness 
& Education 
Programs

On-Site 
Medical

Occupational 
Health

Environmental 
Design

EAP Nurse Line

Absence 
Management

Health Benefit 
Design

Health Coaching

Disease 
Management

Case 
Management

EMPLOYER CULTURE, VALUES and POLICIES

Self Care 
Education

WELLNESSContracted Services

Services in HR

TBD

Strategic Planning

Currently 
offered or 
underway
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HealthMedia Suite of Programs

• Health Questionnaire (Succeed)
– Online in English and Spanish

• Lifestyle Management Programs
– Nourish
– Breath
– Relax
– Balance
– Physical Activity (’08)

• Condition Education:  
– Depression, Back Health, Insomnia, Diabetes, Self-

care, Pain Management
• Insights Data Management



	

Benefits to Employees

• Identifies risks that 
impair health and 
vitality

• Builds readiness and 
skills for making 
health changes

• Private, secure, 
convenient access 
anywhere, anytime
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Benefits to Baystate

• Provides prospective data to 
support the culture of health 
strategy:  
– Enable data-based decisions
– Pinpoint health factors that impair 

employee health, quality of life and 
work performance. 

– Provide baseline data for measuring 
outcomes

• Promotes integration and 
appropriate utilization of 
Baystate’s resources
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Baystate Healthy Rewards 
Program Design:  Phase I
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Incentive Program Strategy:  Past and Future State

FuturePast

Carrots 

Paternal: Minimal 
employee accountably 

Greater rewards for 
non-healthy 

Some link to Benefit Plan 

Taxable to employee and 
Baystate 

Activity Focused  

Carrots, not sticks 

Partnership: Informed decision 
making and shared responsibility 

Equitable rewards for all 

Full Integration with 
Benefit Plan 

Shift to non-taxable 

Outcomes Focused 
(Multi-year plan) 



��

Program Goals
• Engage

– Promote participation and ongoing engagement in health and 
wellness programs

• Attract and Motivate
– Reach employees who do not typically participate in health and 

wellness programs

• Promote Action
– Increase readiness for making health changes and migration along

the behavior change continuum

• Provide equitable rewards
– Address all levels of health status to promote health risk reduction 

as well as keep healthy people healthy

Pre-
Contemplation Contemplation Preparation Action Maintenance
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How it works

• Complete health 
activities to earn 
points

• Redeem points for gift 
cards (Phase I)

• Accumulate points 
toward favorable cost-
sharing for health 
benefits (Phase II)
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Phase I:  Getting started

50Complete between December 1, 
2007 and September 30, 2008

100Complete by November 30, 2007

Points

1 Point = $1

Health Questionnaire
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Complete activities of choice…

25•Balance

25•Breathe

25•Relax

25•Nourish

PointsWeb-based programs
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Accumulate 100 points….

25Flu shot (from EHS)

252 Dental cleanings

25Adult preventive wellness physical

Preventive screenings/Flu 
Vaccine

25Walking Clubs

25On The Move

PointsBaystate Healthy Program
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Get Rewarded…
Redeem points for gift cards…
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Total Maximum Reward

$200 for those who 
complete health 
questionnaire by 
November 30

$150 for those who 
complete the health 
questionnaire 
December 1 or later
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True or False?

Providing a financial incentive is all that is 
needed to promote high participation in 
wellness programs .
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Critical Success Factors for Participation

• Management Support
• Effective Communications
• Cultural readiness and employee trust
• Integration with benefit strategy
• Effective use of financial incentives
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Effective Communications and Participation Planning

• Integral part of the 
plan—not an after 
thought

• Relevant messages

• Multiple Tactics
• Anticipate OPTSUs

• Expect the unexpected



��

Baystate Communication Plan Highlights

• Leadership Meetings
• Letter from management w/ “Be” Card
• Company Newsletters: Teasers, articles 

and “Be” Card Insert
• eWorkplace Promotion
• e-Mail Invite
• Shuttle signs
• Health Festivals
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Meet Baystate Healthy Stars:
Real stories created trust and credibility.
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Real stories create relevance.

“I feel better about myself.  
I am comfortable in my 
own skin.  I went to the 
beach and walked around 
without a shirt for the first 
time in years.”

“I am Baystate Healthy.”
Brian
Locksmith, Baystate Security
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Real stories inspire others.

“I lost half my body 
weight. 

I am Baystate Healthy.”

Evelyn,
Coordinator, Pain 
Management
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Real stories motivate action.

“I was only 29 and had no 
idea that I was at risk.  I was 
referred to a Cardiac Rehab 
program and have lost 42 
pounds and decreased my 
cholesterol by 47 points.”

“I am Baystate Healthy.”
Karen,
Case Manager
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The right messages engage your audience.
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““To Be or not to Be.  To Be or not to Be.  Find out how you Find out how you 
can BE your best and reward your body, can BE your best and reward your body, 
spirit and wallet.spirit and wallet.””
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Viral Marketing:  When one person tells another
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Friendly reminders help boost participation

“You took the first step 
by completed the 
health assessment …
Now keep going! 
Time is running out!”
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Health Festivals Generate Interest and Action
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“We are Baystate Healthy!”
Video
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Year End Results

Data To Be Added
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Lessons Learned

• The “blue-light special” worked
• Employees like gift cards
• Employees found access to computers
• Many employees are not web savvy
• Employee input is important
• Integration with benefits is tricky
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Baystate Healthy Rewards Phase II
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Program Input

• COH Advisory Committee
• HR Strategic Committee
• Baystate Healthy Advisory Team
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Key Program Changes for 2009

• Transition from gift card 
model to full integration 
with health benefit

• New activities added 
based on employee 
needs

• Increased automation
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New 2009 Program Model 

� Complete the 2009 Health Assessment 
� Earn 50 points if completed by March 31
� Earn 25 points April 1-October 31

� Complete additional activities to earn a total 
of 200 points toward health benefits

� $200 Wellness credit for plan members
� $200 contribution to Baystate’s healthcare 

reimbursement account plan (RAP) for non-
plan members

� Monthly raffle drawings 
� Recognition for high-point achievers
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New Health Activities

•BHY Screenings and 
Consultations (On The 
Move)
•Walking Clubs
•Nutrition Connection
•Fitness tracker

• Move
• Overcoming Insomnia

• Overcoming 
Depression

• Care for Your Health
• Healthwise Workshop
• QuitNet 

• Tobacco-Free  
Declaration

• BHy “Wild Card”

•Breathe
•Relax
•Nourish
•Balance
•Flu Vaccine 
•Wellness Visit
•Dental Cleanings

50 points25 points25 points
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New Messaging Theme

Baystate Healthy Rewards 2009
…where your health and well-being 

take center stage

Be good to yourself
Be Baystate Healthy!
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Communication and organizational commitment 
has a powerful impact on participation

Source: JOEM, Vol. 50, No. 8, August 2008 

High Communication and 
Organizational Commitment = 

• 10 or more communications
• Established wellness champions
• Strong, visible executive support
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Increased visible management support:

• Met with key leaders
• Solicited testimonials and quotes
• Provided key messages for leaders to use:

– Employee forums
– Town hall meetings
– Department meetings
– Employee bulletins

• Integrate messages in management communications
• Encouraged active participation

Participation Healthy 
behaviors 

Health and 
productivity 
outcomes 
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Enhanced communication tactics

• Leadership meetings
• Advisory groups
• Increased cross-referrals
• Employee library

• Local communication hot 
spots

• House calls
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Progress To Date

Data to be added
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Highlights of Health Assessment Data
N= 7,547
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Tobacco Use and Stage of Change

20.74%

50.52%

28.74%

0.00% 0.00%
0.00%

10.00%

20.00%

30.00%

40.00%

50.00%

60.00%

Pre-Contemplator

Contemplator

Preparer

Action

Maintenance

Health Risk due to Tobacco Use

Baystate=  13% use tobacco products
HealthMedia BOB = 15%

29% are 
preparing to 

change in the 
next 30 days
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Risk due to Physical Inactivity

Physical Activity Stage of Change

24.63%

14.13%

5.13%
6.70%

3.86%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

Pre-Contemplator

Contemplator

Preparer

Action

Maintenance

Baystate = 55% do not get 30 minutes of 
moderate exercise most days of the week.
HealthMedia BOB = 51%

14% are 
preparing to 

change in 
the next 30 

days
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Nutrition Stage of Change

6.98%

45.34%

16.72%

6.59%

19.97%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

35.00%

40.00%

45.00%

50.00%

Pre-Contemplator

Contemplator

Preparer

Action

Maintenance

Risk due to Poor Nutrition

Baystate = 96% do not meet 
recommended dietary guidelines 
HealthMedia BOB = 94% 17% are 

preparing to 
change in the 
next 30 days
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Risk due to Body Mass Index 

1.07%

36.64%

31.27%

22.29%

4.77%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

35.00%

40.00%

BMI Range

Underweight (<18.5)

Healthy (18.5-24.9)

Overweight (25-29.9)

Obese (30-39.9)

Extremely Obese (40+)

Baystate = 59% are overweight or obese
HealthMedia BOB = 63%

28% are 
preparing to 

change in the 
next 30 days
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Risk due to High Stress

Baystate = 36% experience stress frequently
HealthMedia BOB = 29%

Stress Stage of Change

7.91%

35.76%

22.78%

8.16%

24.87%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

35.00%

40.00%

Stressed

Pre-Contemplator

Contemplator

Preparer

Action

Maintenance

23% are 
preparing to 

change in the 
next 30 days
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Risk due to Poor Sleep 

Hours of Sleep per Night

37.46%
38.77%

20.16%

3.30%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

35.00%

40.00%

45.00%

6 Hours or Less

7 Hours

8 Hours

9 Hours or More

Baystate = 37% get only 6 hours of sleep or less
HealthMedia BOB = 25%
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Risk due to Depression

37% feel 
depressed or are 
currently being 

treated for 
depression

Depression

72.17%

19.97%

5.80%
1.45%

9.65%

0.00%

10.00%

20.00%

30.00%

40.00%

50.00%

60.00%

70.00%

80.00%

Rarely

Some

Occasionally

Most of the Time

Currently Being Treated
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How do health risk factors 
impact productivity?
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Health and Productivity Impairment

Average Productivity 
Impairment at Baystate= 12.66%
(n= 6,238)

Baseline N = 7,547
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Employees who have more stress have greater 
productivity loss

Stress Productivity Impairment

5.43%
6.35%

10.66%

16.99%

22.65%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

Total Impairment

Never

Almost Never

Sometimes

Fairly Often

Very Often
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Too little or too much sleep is associated with 
productivity loss

Insomnia Productiv ity Impairment

15.48%

10.79% 10.39%

16.47%

0.00%

2.00%

4.00%

6.00%

8.00%

10.00%

12.00%

14.00%

16.00%

18.00%

Total Impairment

6 Hours or Less

7 Hours

8 Hours

9 Hours or More
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Employees who use tobacco have greater 
productivity loss

Tobacco Productiv ity Impairment

16.65%

12.05%

0.00%

2.00%

4.00%

6.00%

8.00%

10.00%

12.00%

14.00%

16.00%

18.00%

Overall Impairment

Tobacco Users

Non-tobacco Users
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Impact of Depression on Productivity

Depression Productivity Impairement

8.95%

15.96%

20.83%

27.71%

25.11%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

Rarely

Some

Occasionally

Most of the Time

Currently Being Treated
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Cost Outcomes:  Preliminary Data
To be added
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Next Steps

• Identify barriers to 
participation

• Promote program 
engagement and 
completion

• Monitor program 
impact and outcomes
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Final words of wisdom…

“You can lead a horse to water but you 
can’t make them drink.’

“Every path has it’s puddle.”

Generally, you ain't 
learnin' nothing when 
your mouth's a-jawin'.

There never was a horse that 
couldn't be rode;
Never was a cowboy who 
couldn't be throwed. 

Get on, Ride hard, Hold nothing 
back, and give it all you’ve got! 

That’s the Cowboy Way!!!

Horses are predictably unpredictable”
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Thank you!


