PRACTICAL GUIDE
HOW TO WORK ON ENERGY
AT WORK
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Welcome to this practical guide on how to work on energy at work!

We are pleased to see that you have found your way to this guide. This guide will help your
organisation to work on energy at work. This way, we want to make sure that your organisation's
employees are full of energy when they get to work in the morning and that they return home at
the end of the working day with plenty of energy to spare. After all, energy is not an inexhaustible
source. People need to recharge their batteries every now and then in order to be able to continue
afterwards.

In the first part of this guide, we want to work with your
organisation to map out the route you need to follow to
work on energy at work. We will do this based on a
number of stops.
At each stop, we will discuss which actions are needed and
give tips and advice on how to achieve these actions.

Besides mapping out the route, we also want to give you the
right “luggage” (content) to ensure a nice journey.
On the one hand, we do this with certain tools that will help
you with the stops along the way. On the other hand, we do
this by providing information and tips in the second part of
this guide on the following four energy batteries: physical
energy, mental energy, emotional energy and spiritual
energy. Your organisation can start with the battery that is
most connected or applicable to your context. You can then
expand to the other themes from there.

If this has piqued your interest and you would like to find out more about these energy batteries,
click here.
To find out what the stops are on the route, read on from the next page.
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In order to work on energy at work and get off to a flying start, it is important
to plan a good route. We recommend using the suggested route below,
particularly to larger organisations.
For smaller organisations, stops 1 and 2 on this route will be less elaborate than for larger
organisations. The other stops will also be less extensive compared to larger
organisations.

"Working on energy at work is a shared responsibility: it is not just about the individual employee and
involves the entire organisation. That's why it is important to facilitate and support this as an organisation."
An Thys – Prevention Adviser on Psychosocial Aspects

7
6
5

4

3
2
1
1
1

Build a support case

5

Implement actions

2

Set up structures

6

Evaluate

3

Analyse

7

Adjust and
anchor

4

Set up strategy and
action plan

3

Below we describe briefly what the various stops along the route entail. To find out more,
click on the relevant step.

1

Build a support case

It is important that various stakeholders within your organization are convinced of the importance of working on energy at work. Your stakeholders are not only the managers and directors (although it is best to convince them before you actually get started), but also the personnel
department or HR, prevention advisers, hierarchical line and, of course, the employees (possibly
via employee representatives).
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Set up structures

In this step, you will set up the structures you need to work on energy at work. You can set up
a new working group for this (and give it a catchy name like the "Energisers"), or you can seek
the assistance of an existing working group (such as a working group on well-being in the workplace).
In smaller organisations, it is not necessary to set up a working group. Do try to involve at least two
people in the process. This guarantees continuity and allows you to motivate and energise each other.
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Analysis

The purpose of this step is to map out the organisation's current situation. What is the organisation already doing in terms of energy at work? Which needs are still not met? To gain a good understanding of the needs, it is best to involve as many stakeholders as possible.
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Set up strategy and action plan

In this step, you bring together all the collected information and you draw up a list of priorities
on that basis. These priorities are then linked to specific actions. It is important to draw up an action plan that states when and how these actions can be implemented within the organisation.
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Implement actions

Actions certainly speak louder than words here. Communication is a key word: give employees a
detailed explanation of why certain actions have been chosen and how they will be implemented
in the organisation.
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Evaluate

To find out whether the actions have achieved their desired goal, you need to evaluate them. This
evaluation can take different forms. One type of evaluation is to verify whether the actions on offer
are being adopted. Which beneficial and obstructing factors have affected the use of the actions?
Another type of evaluation can be about the impact of the actions on employees and on the organisation.
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Adjust and anchor

After the evaluation, you can follow 2 possible paths. If the actions are successful, it is best to integrate them into the existing structures in order to maintain them. If the actions are not successful,
you can examine how they can be adjusted to become successful.

We hope you have an energetic
journey!
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Build a support case
Why work on energy at work?
Because insights into energy patterns and resources to
help us use our energy in a better way can make our work
lives and personal lives more energetic and productive.

How do you start your journey?
In a first important step, you primarily aim to convince those interested
parties or stakeholders who make the decisions in your organisation. After all, they will be the ones who give you the time and resources you need
to work on energy at work. To convince them, you can use the insights
you have gathered within your own organisation. You can also draw on
insights from external sources, such as scientific publications or research
reports. A combination of both types of insights can result in a strong and
inspiring case. You can use Appendix 1_Convincing management as inspiration to build your story towards your stakeholders.

"A healthy workplace is a
workplace where employees and managers work together in a continuous improvement process to protect and promote the
health, safety and well-being of all employees." (1)

"By building your case well and by working towards the desired situation step by step, you can remove any
resistance. That is how you evolve from resistance to wisdom."
Kristien Tirez – Prevention Adviser on Psychosocial Aspects

INTERNAL
INSIGHTS
Before you get a mandate to really work on energy at work, you can already take a
number of exploratory steps. For example, you can draw on insights the organisation
gained previously:




Examine the number of (long-term) absentees in the organisation and check whether
there is a burnout connection (energy disorder).
Ask managers, prevention advisers on psychosocial aspects or confidential counsellors about the signs of increased psychosocial stress among employees.
Look at insights from any previous staff surveys, such as well-being surveys or risk
assessments of certain psychosocial aspects.

You can also conduct a first brief employee survey with a small questionnaire. Some example questions are:



Which factors energise you at work? When does time seem to fly by?
Which factors drain your energy at work? When does the time seem to pass very
slowly?
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EXTERNAL
INSIGHTS
Below, we offer some external insights that can help you to convince your stakeholders
to focus on energy at work.
1.

The downward spiral of energy imbalance and health, safety and performance
An energy imbalance at work can have a negative impact on employees' health, safety
and performance. This may in turn have a negative effect on employees' energy, thereby
causing a downward spiral. (2, 3, 4)

2. Employee health and safety comes first
The World Health Organisation cites three important reasons for working on employees'
health and safety (and hence their energy levels at work). (5)
1. Employers have a moral duty to minimise the physical and mental health risks to
employees.
2. It is also a legal obligation to pay attention to occupational health and safety. This
legal obligation originated with the European Framework Directive 89/391/EEC of 12
June 1989.
3. Finally, paying attention to employees' physical and mental health also brings economic benefits. For example, there will be fewer accidents at work and employees
will be absent less often and perform better. (6, 7)
3. Tap into resources
The theoretical framework Job Demands-Resources model by Demerouti and Bakker
states that our work environment is based on job demands (job characteristics that
drain energy and motivation) on the one hand and job resources (job characteristics
that energise and motivate) on the other hand. Resources increase employee engagement and enthusiasm and can also act as a buffer against the negative effects of impediments, such as stress and exhaustion. Consequently, it is important for employers
to give their employees the opportunity to tap into as many resources as possible. (8)
4. Balance all batteries
There are different types of energy: physical energy, mental energy, emotional energy
and spiritual energy (see also Practical guide_part 2_Sheets types of energy at work).
They all require attention and charging to promote well-being and achievements in different areas. It is also important to charge all these batteries on time. If there are peak
times at work, it is important to ensure more peaceful times afterwards. (9)

Because the lines of communication are shorter in smaller organisations, this step will be less
intense than in larger organisations in order to work on energy at work.

"Energy at work will be an important factor in the future. There is more work for the future generation: this
is positive in terms of job security, but it also increases the work pressure."
Leonardo Van De Wiele – Prevention Adviser on Occupational Safety
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This is an important step that can
make the entire process far easier,
particularly in large organisations.

2 Set up structures

PUT TOGETHER THE WORKING GROUP
 Task: map out a concrete journey.
 Ideally consists of different profiles within
the organisation (such as management, employee representation, HR, prevention adviser and so on).
 Comprises 5 to 10 motivated members who
are given resources to work on energy at
work.







NOTE: This can also be an existing working group that integrates the theme of energy at work into its operation.






MAP OUT THE STAKEHOLDERS
Identify your stakeholders.
Decide how you will keep them informed
during the process.
To this aim, use Appendix 2_Stakeholder
mapping.
Also think about possible test cases in your
organisation. Ensure a good mix of staunch
supporters and sceptics who need a little
more convincing.

APPOINT A PROJECT MANAGER
Can, but does not have to be the initiator.
Keeps an overview of the various steps that
are being taken.
Coordinates and monitors the timing.
Does not necessarily have the most expertise in terms of content.
Receives a mandate and resources from the
employer to take on this role.

MAKE A START WITH YOUR PROJECT PLAN
 Draw up a project plan with the working
group.
 First define the larger work packages (based
on the stops along the route, for example).
 Then add specific tasks, with the timing and
the owners of the different sub-tasks.
 Review the planning regularly and amend if
necessary.
 Use Appendix 3_Project plan.
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3 Analysis

Before starting to collect and analyse data from employees, it is important to
consider the organisation's objectives: What do we want to achieve?
How can you do this?
 Examine the organisation's vision, mission and strategy (if they exist, of
course). These documents tell us something about the organisation's core
values.
 Complete the values exercise for the organisation:
o What do we stand for?
Now that we know the organisation's
o What do we consider important?
values, it is important to clarify the oro What are our priorities?
ganisation's goals and ambitions in
Use Appendix 4_Exercise on values for this.
terms of energy at work. We can use a
Massive Transformative Purpose
(MTP) for this. An MTP sets out a big,
ambitious goal in a slogan. You can use
WHY, HOW and WHAT questions to arrive at your organisation's MTP. Use
Now that the goals, values and ambitions are known,
Appendix 5_Massive Transformative
you can start shaping your data collection. First
Purpose for this.is.
check what is already there. You can use Appendix
You can also use the technique of
7_Inventory actions on energy, which will help you
question storming to target your orto identify the existing initiatives in terms of energy
ganisation's goals and ambitions. You
at work.
can find more information about this in
You can then ask employees about their energy
Appendix 6_Question storming.
needs at work.

How can you ask employees about their energy needs at work?





Involve all (groups of) employees
Clearly communicate the purpose of the needs assessment
and the next steps
Choose the right method (see opposite)
Protect data confidentiality
In smaller organisations, a qualitative method is often more appropriate than a quantitative method.
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Appendix 8_Needs analysis
will give you some tips on
which method to choose
and how to apply it:
1.

Interviews, focus
groups and openended questions
2. Cultural probes
3. Survey research

4 Set up a strategy and action plan
Organisational
values and
goals mapped
out

Employee
needs mapped
out

Preparation of a strategy and action plan

Involve employees in the development of the action plan. This will make sure the action plan better
meets their needs and they will be more supportive when the actions are implemented. After all, the
employees and employer share the responsibility for making this work. One way of doing this is the
World Café method (see Appendix 9_World cafe). Clearly communicate that employee input is important, but that not everything will be possible and the selected actions will depend on their estimated feasibility and impact on employees.

"Employee participation and feedback are important, because they ensure support of further actions."
Leonardo Van De Wiele – Prevention Adviser on Occupational Safety

What are our priorities?

 When you draw up the action plan, try to
provide a combination of actions that can
be implemented very quickly (quick wins),
in the short and long term.
 Add the proposed actions to your project
plan so that you can follow them up as
well.

The priorities will depend on what emerges
from the needs analysis (see step 3, with
corresponding templates), on what
emerges from the proposals for actions by
employees and on the estimated feasibility
and impact of actions on employees.
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Make your measures "SMART"
Use the SMART method to draw up your measures. Appendix 10_SMART will help you
do this. SMART is an acronym that stands for the following:

 Specific: Make sure you set clear and specific goals and actions. Check that everyone is clear on what the actions are and what purpose they serve.

 Measurable: Make sure that the set goals and actions are measurable. When have
the goals and actions been achieved?

 Acceptable: Make sure that all employees, managers and directors support the
goals and measures.

 Realistic: Are the proposed actions realistic and feasible? Is there a legal framework for the actions? Do the actions require too much from employees? Aren't
they too much at once? Strike a good balance between quick wins and longer-term
actions. This will also keep the theme alive in the organisation.

 Time-related: When will the actions be implemented? What is their time span? Are
they temporary or structural measures?

Set your indicators for success
For this step, you should also consider which indicators will ensure successful goals,
actions and measures. You want to have an impact on employees' energy levels and
well-being.
You can do this in various ways:


You can specify how many employees should use a certain service, for example.



You can compare the situation before the implementation of the actions with the
situation after the actions’ implementation with a quantitative impact measurement. This means you ask questions about a number of indicators (such as job satisfaction, burnout symptoms or net promoter score) before and after the action's
implementation and you examine how the indicators have changed. Hopefully you
will see a positive evolution…



You can also examine indicators that are already being monitored by the HR department and that are connected to well-being at work. Examples of such indicators are the number of sick days and staff turnover. Another possible indicator is
employee productivity.
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5 Implement actions

When you start implementing the actions,
time and communication are important resources.
 Time for the working group to properly
communicate and implement the actions
 Time for the actions to have an impact on
the organisation and its employees
 Ensure sufficient communication at various times and via different channels to
keep the theme alive and to ensure the
participants are well-informed

Actions can relate to different levels in the organisation.
 At an individual level
 On a team level
 At an organisational level
Try to set up actions at every level.

Measures can raise awareness and inform
people through psychoeducation, for example. Measures can also drive change. This
change can take place at an individual level
(change in behaviour) or at an organisational
level (change in culture). Try to strive towards
a sustainable change at all levels of the organisation.

 Try to integrate the actions into the organisation’s broader health and well-being policy as far as possible. The actions
then become building blocks that can
further strengthen the existing policy.
 Try to tailor the actions to employees' individual needs as much as possible and
allow for flexibility as much as possible.
The more the actions are geared to employees' individual needs, the more they
will affect the employees. Communicate
this in a clear and open manner. After all,
good agreements make good friends.

Actions can relate to (a combination of) different types of energy. You can find inspiration
for possible actions on the sheets for the various types of energy (physical energy, mental
energy, relational energy and spiritual energy;
see Practical guide_part 2_Sheets types of energy at work).
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6 Evaluate
Congratulations on implementing your actions! Once you have implemented the actions, it is
also important to evaluate them. Ensure the right timing: allow enough time for the actions to
have an impact before you evaluate them.

The SMART principle can also help here:

 Specific: Which indicators make an action successful or not? Some examples of this are the number of users, falling absenteeism and satisfaction with the measures.

 Measurable: Under which conditions are the actions successful? For example: 50% of employees use a measure, there is a 10% reduction in absenteeism, high employee satisfaction with the
measures and so on.

 Acceptable: What are the minimum requirements for an action to be considered a success?
 Realistic: Which change would be realistic?
 Time-related: When do you expect a change to have occurred?

Formal and informal evaluation

Beneficial and obstructing factors

During the evaluation, it is important to include more formal and informal aspects.

It is important to identify any beneficial and
obstructing factors when you evaluate the
actions. You can use these insights when
you adjust your actions.



A formal evaluation is about objective
figures and their trends.



An informal evaluation is about employees' subjective experiences with the implemented actions.

To gain a deeper understanding of WHY
employees are not responding to certain
measures, you can use the 3 WHYs technique. You first check why certain actions
are not successful. Based on the given answer, ask why again, and then again.

A combination of both can clearly identify
the impact of the implemented actions.

Impact
In the most successful cases, actions have a big impact on many employees. However, actions can also
be valuable when they have a big impact on a small number of employees, or a smaller impact on a large
number of employees.
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7 Adjust and anchor
Actions
that are not
(yet) successful

Actions
that are
successful

Embedding
within existing
structures

Adjustment
needed

Not all actions will be equally successful. This
is normal. It is therefore important to keep improving and to investigate which type of adjustments you can make.

It is great that these actions have been
successful within the organisation. Don't
forget to celebrate this success, as that
also energises us.

 Check which obstructing factors may have
caused the actions to fail. See if and how
you can remove the barriers.

Then think about how you can keep the
actions alive within your organisation.
 Keep communicating about the actions on a regular basis. For example,
refer to theme days or weeks such as
World Sleep Day, Move Week or European Mental Health Week, or create organisation-wide challenges that invite
teams or departments to compete
with each other.
 Make the connection with the broader
policy on well-being within the organisation. For example, include the actions in the induction policy for new
employees or turn the spotlight on certain training courses on energy at work
when the new training calendar appears. Also make sure that HR employees and confidential advisers are aware
of all the actions so that they can refer
employees to them.

 For example, when employees indicate
that they do not have time to work on the
actions, communicate the importance of
the actions and state that they can do this
during working hours. Communicate that
short-term effort (and time) can generate
a gain in the longer term.
 For example, if employees do not feel safe
to work on the actions because they go
against the experienced standards and values, this can be counteracted by having
role models such as managers working on
the actions and sharing their experiences
with them.
 Be sure to invite employees to make their
own improvement suggestions for the actions. This will make the actions better
suited to their needs.
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