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About Healthy Business

Healthy Business are a team of allied 

health professionals who support 

organisations and their people to 

improve health and wellbeing. We have 

over 21 years’ experience delivering 

positive outcomes to a diverse range of 

organisations.  When you partner with 

us, we will create a tailored solution for 

your organisation’s unique needs and 

ensure peace of mind when it comes 

to the protecting both the physical and 

psychological health and wellbeing of 

your people. 

At Healthy Business, we know that 
when you have healthier people, you 
have a happier, more productive and 
engaged workforce.
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Introduction

Australia is facing a lifestyle 
health pandemic!

With all the advances in medical research, 

technology, equipment and evidenced based 

medical care that we have seen in over the 

years, it would be presumed that the health of 

the Australian population has also improved. 

Unfortunately, this is not the case. 

Since 2015, almost all trends in health data, 

including the prevalence of lifestyle risk factors 

(except for tobacco use), chronic disease and 

preventable deaths, have all increased. 

The Australian government has committed 

to reducing these health outcomes by 2025 

and beyond. The slogan for this initiative 

‘Australian’s deserve a healthier future. We can, 

and we must, do better’ couldn’t be more true.1
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Prevalence of modifiable risk factors in Australian adults:

67% 
are overweight 
or obese1

53.7% 
Do not get enough 
physical activity 1

32.8% 
have high cholesterol1

12% 
are daily smokers1

22.8% 
have high blood 
pressure1

95% 
have Inadequate fruit 
and vegetable intake1



Why the workplace is an ideal place to intervene 

Looking after the health and wellbeing of your employees not only 

benefits them, but it’s great for your business too. Put simply, people in 

good health spend more time at work and are more productive when 

they are there.6

Health and wellbeing within the workplace has largely been seen as 

a ‘nice to have’ and often takes the form of poorly targeted initiatives, 

or it is predominately addressed in a reactive way. However, there is a 

great deal of evidence that shows that when workplaces implement a 

strategic health and wellbeing program, it not only improves the lives 

of their employees and the Australia population as a whole, but also 

directly contributes to the organisation’s bottom line. 6

In the following report we take a detailed look at the data around 

workplace health and wellbeing programs, including:

•	 return on investment (ROI), 

•	 the proven benefits, and

•	 what incentives achieve the best results for both the employees 

and the organisation.

The evidence is clear that workplace health and wellbeing is no 
longer just a ‘nice to have’, but for your organisation to really 
thrive, it’s a ‘need to have’.
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Return on Investment
Calculating the return on investment (ROI) from your health 
and wellbeing program can be complex but is well worth 
the effort. 

Many large consulting firms, including PwC, Deliotte, KPMG 
and Johnson and Johnson, have analysed the research 
around ROI, with calculations generally involving the analysis 
of absenteeism and worker’s compensation (WC) claims 
data. Statistics on turnover and presenteeism (productivity 
at work) are also often taken into account.3,4 

These reports have provided overwhelming evidence of 
the positive financial benefits from health and wellbeing 
programs, with ROI estimates ranging from $1.88 - $5.83 for 
every dollar invested. 3,4

When it comes initiatives that specifically target mental 
health, a meta-analysis by Deloitte found that employers can 
expect an average ROI of 5.2:1. This analysis found a large 
spread of potential returns, ranging from 0.4:1 up to as high 
as 11:1. The highest returns came from large-scale initiatives 
with a preventative focus, and those that use technology or 

diagnostics to tailor support to those most in need.5

Study examples:

Johnson and Johnson
Single study - matched pairs, control and treatment groups

Sample Size: 
31,823

Intervention type:
Health coaching, lifestyle management and 
digital coaching program and challenges

ROI:
$1.88 to 
$3.92 
(per $1 
spent)

Harvard University
Meta-analysis of 22 studies with control and treatment groups

Sample Size: 
3,000 av.

Intervention type:
Coaching for weight loss, fitness, smoking 
cessation, and multiple other risk factors

ROI:
$2.73

Dell
Single study – comparison of participants and non-participants

Sample Size: 
24,651

Intervention type:
Health risk appraisal (HRA)/wellness, lifestyle 
management and disease management 
coaching programs. 

ROI:
$2.48

Deloitte
Meta-analysis of 12 studies 

Sample Size: 
50 - 1,706

Intervention type:
Line manager workshops and individual 
health coaching, organisational-wide culture 
and awareness raising through tailored web 
portals and exercise sessions.

ROI:
$5.20



How we can help
At Healthy Business, we can help your organisation to measure the total cost 

of absence, pinpoint areas of focus for health and wellbeing initiatives to drive 

optimum returns, and measure the effectiveness of these programs for both 

the organisation and the participating employees. 
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The Health and Productivity Institute of Australia (HAPIA) has 

documented strong evidence on the effectiveness of running health 

and wellbeing programs in the workplace, outlining a magnitude of 

benefits for both the employee and the companies that employ them. 

Benefits included:

improvements in productivity, 

increased levels of creativity and innovation,

increased staff morale’, and

improved management of ageing workers.6

In a large meta-evaluation of more than 600 Australian and 

international studies over a 20-year period, they found that effective 

workplace health and wellbeing programs resulted in reductions 

in sick-leave rates, workers compensation costs, and disability 

management costs.4

In another report commissioned by the Department of Sport and 

Recreation, the benefits of health and wellbeing programs were 

categorised into four different groups: 

1.	 Individual employee health benefits, 

2.	 Economic benefits to organisations, 

3.	 Environmental benefits to organisations and 

4.	 Social benefits to organisations.7

Effective workplace health and wellbeing 

programs resulted in an average:

24.2%
reduction in disability management costs6

25.3%
reduction in sick-leave rates6

40.7%
reduction in workers compensation costs6

Proven benefits of health and wellbeing programs
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For the purpose of this report, we have broken the benefits down further into two classifications: 

1.	 Factors that directly contribute to RIO (in bold), and 

2.	 Factors that indirectly contribute to ROI. 

For example, reduced absenteeism and presenteeism are factors that directly contribute to ROI, whereas increased physical activity is a factor 

that can indirectly contribute, as the results of this may then lead to reduced absenteeism and presenteeism.7

Individual employee 
health benefits

•	 Increased physical activity 

•	 Improved nutrition 

•	 Decreased alcohol 

consumption and/or 

substance abuse 

•	 Reduced smoking rates 

•	 Reduced body fat levels 

•	 Improved cholesterol 

•	 Reduced blood pressure 

•	 Reduced stress levels 

•	 Improved mental health 

•	 Reduced risk of lifestyle 

diseases (e.g. type 2 

diabetes or heart disease). 

Economic benefits
 to organisations

•	 Improved job performance 

•	 Reduced absenteeism 

•	 Decreased worksite 

accidents and injuries

•	 Reduced short-term 

disability rates and 

associated costs 

•	 Decreased workers’ 

compensation 

•	 Reduced workplace costs 

•	 Improved cost to benefit 

ratio 

•	 Potential increase in 

productivity

Environmental benefits 
to organisations 

•	 Enhanced working 

conditions and safety 

•	 Decreased accidents and 

injuries 

•	 Improved working 

atmosphere 

•	 Increased social support 

•	 Improved leadership style 

•	 Reduced job stress 

Social benefits 
to organisations 

•	 Increased job satisfaction 

•	 Enhanced employee 

motivation, greater 

commitment and loyalty 

•	 Increased morale 

•	 Improved communication 

and teamwork 

•	 Enhanced corporate 

image 

•	 Improved recruitment 

•	 Lower staff turnover and 

better retention of quality 

staff
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Implementing a single health and wellbeing program will 

not improve all these factors concurrently, however it is 

unlikely that an organisation would need to improve on 

all of these. It is therefore imperative that organisations 

address health and wellbeing strategically, understanding 

what their specific needs are prior to implementing 

anything. 

For example, if an organisation that hasn’t experienced an 

accident or injury in the past five years and implemented 

a safety-focussed program, they wouldn’t see the same 

ROI on this program as an organisation that averages five 

lost time injuries (LTI’s) per week would.  

If that same organisation identified high employee 

stress as a potential cause of increased staff turnover 

and absenteeism, then a coaching program with a focus 

on providing education around resilience and stress 

management strategies, would provide a much stronger 

ROI than a program centred on improving biometric 

measures would.

Therefore, we can see that organisations that identify 

their health concerns and key site trends early, and target 

interventions accordingly, are the ones that see the 

highest benefits from their health program. 

“...organisations that identify their health concerns 

and key site trends early, and target interventions 

accordingly, are the ones that see the highest 

benefits from their health program.”
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What incentives achieve 
the best results? 
A significant number of medium to large sized organisations now 
have some type of health and wellbeing initiative in place. However, 
after 21 years of designing and delivering health and wellbeing 
programs, we know that not all initiatives are created equal. 

Some popular examples often include quick and easy to implement 
initiatives such as: 

•	 free fruit in the lunchroom, 

•	 subsidised or onsite exercise classes, 

•	 lunch and learn educational webinars, 

•	 mental health leave days, 

•	 subsidised smoking cessation treatment, 

•	 onsite physiotherapy, 

•	 employment assistance programs, 

•	 corporate massage,

•	 digital health platforms, and the list goes on! 

While some of these examples are important components of a 
holistic health and wellbeing program, in isolation they do little to 
affect any real change.  The majority of research concludes that 
individually tailored health coaching is the most effective means 
of achieving positive health improvements for employees, and as a 
result, a greater return on investment for the organisation.8

“The majority of research concludes that 

individually tailored health coaching is the 

most effective means of achieving positive 

health improvements for employees, and as 

a result, a greater return on investment for 

the organisation.”
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Health coaching is all about educating and empowering 

individuals to take control of their own health and wellbeing 

and providing them with the right tools to do so.

Put simply, health coaching is a holistic and individualised approach 
for improving a person’s health outcomes. While the approach 
will vary across different industries, professions and practitioners, 
the guidelines for best practise suggests the inclusion of solution-
focused techniques, such as motivational interviewing, goal-setting 
and problem-solving, are the most effective.9

Health coaching is collaborative intervention that focuses on 
communication, education and empowerment toward autonomy.8  
The purpose of coaching is to provide individuals with skills and 
strategies to self-manage ongoing or future problems they may face. 
Following best practice methods, coaching should also tap into the 
individual’s personal values (their ‘why’) and goal setting should be 
centred on achieving goals that are important for them. 

Health coaching can be conducted one-on-on or in a group setting, 
and it can be delivered in various modes including face-to-face, 
phone or video. While the different modes of delivering coaching 
have limited effect on individual outcomes, one-on-one coaching has 
proven to deliver greater benefits than group coaching.8

A report by the Department of Veterans Affairs, analysed data 
from 45 studies regarding the effect of health coaching on clinical 
health outcomes, patient health behaviours and self-efficacy when 
compared to a control group.  Not surprisingly, this report, along with 
an overwhelming majority of individual studies, found outcomes 
favoured the health coaching group. A summary of all data showed 
an improvement in almost every metric measured from the coaching 
group, when compared to the control group.8  The table below 
summarises the results of this meta-analysis.

What is health coaching?

Metric/Variable Number 
of studies

Effect magnitude Effect of coaching 
(positive/negative)

HbA1c (diabetes) 17 Small (-0.3) Positive

Physical activity 17 Small (0.29) Positive

BMI 16 Moderate (-0.52) Positive

Dietary fat intake 6 Small (-0.21) Positive

Self-efficacy 8 Moderate (0.41 Positive

Diet adherence 6 Small (0.05)* Positive

Functional status 2 Nil Mixed

Smoking cessation 2 Nil Mixed

Medication adherence 3 Nil Mixed

*Denotes not statistically significant.
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It’s evident that health coaching is a 

great modality to bring about positive 

change for the individual, but what 

does this mean for the organisation? 

This question can be answered by using 
absenteeism and presenteeism data, and some 
predictive modelling and reverse engineering. 
There are many ways to show evidence of return 
on investment, including analysis of workers 
compensation claims, regrettable turnover 
and retention, and team culture, however for 
the purpose of this analysis, we have included 
absenteeism and presenteeism data only.

The table to the right shows the additional 
days of sick leave (absenteeism) and loss of 
productivity (presenteeism) from clinical health 
issues and individual health behaviours. It’s 
impossible to know the effect of presenteeism 
per individual, so for the following calculations 
we will assume ‘showing up sick only recoups 
about 25% of the productivity lost by not 
showing up at all’.10

Disease/Behaviour
Absenteeism 
(days/year)

Presenteeism 
(days/year)

Arthritis/Diabetes11 7.7 -

Arthritis/Heart Disease11 9.6 -

Arthritis/Hypertension11 7 -

Diabetes/Heart Disease11 12.7 -

Diabetes/Hypertension11 5.5 -

Heart Disease/Hypertension11 5.9 -

Arthritis/Diabetes/Heart Disease11 14.4 -

Arthritis/Diabetes/Hypertension11 6.9 -

Arthritis/Hypertension/Heart Disease11 10.4 -

Diabetes/Hypertension/Heart Disease11 8.3 -

Arthritis/Diabetes/Hypertension/Heart Disease11 7.8 -

Any chronic health disorder12 1.9 7.9

2+ chronic health disorders12 3.0 20.1

BMI – Category 1 – 25-30 (13, 14, 15, 17) +2, +0.5 (M) +1.1 (F), +2, +0.22 +3.3 (M) +0.9 (F)

BMI – Category 2 – 30-35 (13, 14, 15, 16, 17, 18)
+2, +1.6 (M), +3.1 (F), +14, +0.8, 
+1.2, +2.9

+2.3 (M) +6.3 (F) 
+7.8

BMI – Category 3 – 35-40 (14, 16) +3.8 (M) +0.5 (F) +1.7 +5.8 (M) +11 (F)

BMI – Category 4 – 40+ (14, 16) +5.9 (M), +9.4 (F), +1.9 +21.9 (M) +22.7 (F)

High Cholesterol (19, 20) +1.3, +0.2 +0.3, +0.5

High Stress 21 +1.5 +8.6

Depression 21 +0.7 +8

Poor sleep or insomnia 21 +0.2 +6.5

Hypertension 16 +1.1

Cardiovascular Disease 19 +2.2 +6.1

Diabetes (16, 19, 21) +1.1, +2.3, +1.2 +1.7, +2.7

Arthritis (19, 21) +5.2, +4.6 +1.7, +6.5



Example 1: 

One of your employees who is paid $300 per day has arthritis and hypertension. To 

replace this employee as a result of a sick day will cost an additional $350 due to another 

employee’s casual loading/overtime. On average, this employee with hypertension and 

arthritis will take an extra 7 days of sick leave compared to a healthier colleague.

Total cost to the company = 7-day x $350 = $2,450 per year.

Putting it into perspective...

22.8% of Australian adults have 

high blood pressure and around 

2 million have arthritis.1

Example 2:

Your organisation employs 100 people in a high-pressure environment. All employees 

are paid $250 per day (including replacement staff). After conducting a staff survey, you 

become aware that 20 of your employees are suffering from high stress, which results in 

an additional 1.5 days of absenteeism and 8.6 days presenteeism. 

•	 Costs of absenteeism = 1.5 days x $250 = $375 x 20 employees = $7,500

•	 Cost of Presenteeism = 8.6 days x ($250 x 0.75) = $1612.50 x 20 employees = $32,250

•	 TOTAL cost of absenteeism and presenteeism alone = $39,750

Putting it into perspective...

almost half (43.7%) of all Australia 

adults will experience a mental 

health disorder during their 

lifetime, and 1 in 5 will experience 

one within a 12-month period.2
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Your employees want it, and your organisation needs it. 

Whilst health coaching is not going to eradicate every chronic health condition 
from your workforce, nor will it turn every employee into a gym-junkie with 
the perfect lifestyle, it will have a consistent impact on each employee who 
participates. Whether the outcome is a minor reduction in stress or anxiety, 
improving lifestyle behaviours to reduce high cholesterol or blood pressure, or 
even just achieving the physical activity guidelines of 150 minutes per week, 
all of these improvements across the workforce will add up to a cost-saving for 
your organisation. 

So, whether you are looking to reduce the costs of absenteeism and/or workers 
compensation claims, looking to boost productivity, create a better workplace 
culture or improve job satisfaction, an individual health coaching program is the 
most effective means to achieve not only the goals of your organisation, but also 
the goals of your employees. 

“...all of these improvements across 

the workforce will add up to a 

cost-saving for your organisation”



How we can help
Healthy Business’s individual health and wellbeing coaching program 

‘HealthCi’ provides employees with individualised one-on-one coaching 

sessions. It combines the use of our allied health and wellbeing coaches 

with a ‘check-in’ survey and dedicated smartphone app to identify any 

health concerns that may be present. It also provides targeted support and 

education, and empower positive and sustainable improvements.

15  |  Why your organisation needs an individualised health coaching program



16  |  Why your organisation needs an individualised health coaching program

1.	 Fetherston H, Caler R and Harris B, 2019. Australia’s Health Tracker 2019, Mitchell 
Institute, Victorya University, Melbourne.

2.	 Australian Bureau of Statistics 2020-21, National Study of Mental Health and 
Wellbeing, ABS, viewed 20 March 2023, <https://www.abs.gov.au/statistics/
health/mental-health/national-study-mental-health-and-wellbeing/2020-21>.

3.	 Baicker, K., Cutler, D. and Song, Z. (2010) Workplace Wellness Programs Can 
Generate Savings. Health Affairs, 29, 304-311.

4.	 Effective Health and Wellbeing Programs, ComCare, 2010, viewed 20 March 
2023 < https://www.comcare.gov.au/about/forms-publications/documents/pub-
lications/safety/effective-health-and-wellbeing-programs-report.pdf> 

5.	 Hampson, E. & Jacob, A. (2020) Mental Health and Employers – Refreshing the 
Case for Investment, Deloitte.

6.	 Health and Productivity Institute of Australia HAPIA (2010), Best Practice Guide-
lines; Workplace Health in Australia’. 

7.	 Ackland, T., Braham, R., Bussau, V., Smith, K., Grove, R. & Dawson, B. (2005). 
Workplace Health and Physical Activity Program Review – Report, Department 
of Sport and Recreation, Western Australian Government, Perth.

8.	 Gierisch JM, Hughes JM, Edelman D, Bosworth HB, Oddone EZ, Taylor SS, Kos-
inski AS, McDuffie JR, Swinkels C, Razouki Z, Masilamani V. (2017) The Effective-
ness of Health Coaching. VA ESP Project #09-010. 

9.	 Wolever RQ, Eisenberg DM. (2011) What is health coaching anyway?: standards 
needed to enable rigorous research. Arch Intern Med. 171(22):2017-2018.

10.	 Vänni, K., Virtanen, P., Luukkaala, T., & Nygård, C. H. (2012). Relationship between 
perceived  work ability and productivity loss. International journal of occupa-
tional safety and ergonomics, 18(3), 299-309.

11.	 Meraya, A. M., & Sambamoorthi, U. (2016). Chronic condition combinations and 
productivity loss among employed nonelderly adults (18 to 64 years). Journal of 
Occupational and Environmental Medicine, 58(10), 974.

12.	 Mitchell, R. J., & Bates, P. (2011). Measuring health-related productivity loss. Pop-
ulation Health Management, 14(2), 93-98.

13.	 Janssens, H., Clays, E., Kittel, F., De Bacquer, D., Casini, A., & Braeckman, L. (2012). 
The association between body mass index class, sickness absence, and presen-
teeism. Journal of Occupational and Environmental Medicine, 54(5), 604-609.

14.	 Finkelstein, E. A., daCosta DiBonaventura, M., Burgess, S. M., & Hale, B. C. (2010). 
The costs of obesity in the workplace. Journal of Occupational and Environmen-
tal Medicine, 52(10), 971-976.

15.	 Jans, M. P., van den Heuvel, S. G., Hildebrandt, V. H., & Bongers, P. M. (2007). 
Overweight and obesity as predictors of absenteeism in the working population 
of the Netherlands. Journal of Occupational and Environmental Medicine, 49(9), 
975-980.

16.	 Asay, G. R. B., Roy, K., Lang, J. E., Payne, R. L., & Howard, D. H. (2016). Peer re-
viewed: absenteeism and employer costs associated with chronic diseases and 
health risk factors in the US workforce. Preventing Chronic Disease, 13.

17.	 Andreyeva, T., Luedicke, J., & Wang, Y. C. (2014). State-level estimates of obesity 
attributable costs of absenteeism. Journal of occupational and environmen-
tal medicine/American College of Occupational and Environmental Medicine, 
56(11), 1120.

18.	 Holden, L., Scuffham, P. A., Hilton, M. F., Ware, R. S., Vecchio, N., & Whiteford, H. 
A. (2011). Health-related productivity losses increase when the health condition 
is co-morbid with psychological distress: findings from a large cross-sectional 
sample of working Australians. BMC Public Health, 11(1), 417.

19.	 Holden, L., Scuffham, P. A., Hilton, M. F., Ware, R. S., Vecchio, N., & Whiteford, H. 
A. (2011). Health-related productivity losses increase when the health condition 
is co-morbid with psychological distress: findings from a large cross-sectional 
sample of working Australians. BMC Public Health, 11(1), 417.

20.	 Kowlessar, N. M., Goetzel, R. Z., Carls, G. S., Tabrizi, M. J., & Guindon, A. (2011). The 
relationship between 11 health risks and medical and productivity costs for a 
large employer. Journal of Occupational and Environmental Medicine, 53(5), 
468-477.

21.	 Iverson, D., Lewis, K. L., Caputi, P., & Knospe, S. (2010). The cumulative impact 
and associated costs of multiple health conditions on employee productivity. 
Journal of Occupational and Environmental Medicine, 52(12), 1206-1211.

22.	 Musich, S., Hook, D., Baaner, S., & Edington, D. W. (2006). The association of two 
productivity measures with health risks and medical conditions in an Australian 
employee population. American Journal of Health Promotion, 20(5), 353-363.

References



17  |  Why your organisation needs an individualised health coaching program

Book a free discovery consultation with us today to find out more about 

how we can help you to protect your people and your bottom line.

www.healthybusiness.net.au   |   info@healthybusiness.net.au   |   Ph: 1300 655 530

Book now

https://outlook.office365.com/owa/calendar/Discoverychat@healthybusiness.net.au/bookings/s/I8FDpkhVmk24yUKmb1GAJQ2

