
 

 

 

 

 

 

 
 

STEP 1 

PREPARE THE GROUND 
 

SETTING UP A TEAM AND COMMUNICATING YOUR MENTAL 
HEALTH INTERVENTION PROJECT
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1.Establish a steering team 
One of the key steps in preparing for an intervention project is to establish a steering team. 

This steering team brings together a diverse team of stakeholders from across the 

organisation, including HR/OH representatives, employees, management representatives, 

and communication experts. The 

steering team guides and 

manages the communication 

process, and ensures progress is 

made at all levels. It's essential that 

the steering team has members 

from all relevant levels and 

functions to ensure a 

comprehensive approach. 

 

Tales from the Field: Creating a steering team in the Netherlands 

In one of our intervention sites, a large public organisation in The Netherlands, a steering 
team was created for the H-WORK project. The group was made up of researchers from the 
University of Amsterdam, senior HR professionals, a senior management advisor, and a 
communication expert. The senior manager managed the process within the department, 
while the researchers communicated the goals of the process and emphasised the 
importance of senior management support. They also conducted the Needs Analysis (Step 2) 
and checked the communication strategy and related processes. The senior HR professional 
and the senior management advisor ensured that there was a formal decision within the 
organisation to implement the interventions and that others were inspired to use them. They 
emphasised the importance of senior management engagement, pointed out the advantages 
of the project, increased knowledge about it, and made line managers comfortable with it. 
The communication expert assisted by creating a clear communication plan on how to 
convince senior management that the project was important and valuable. 
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2.Appoint a project champion 

A second essential step is to appoint a project champion. This person is the driving force 

behind the project and should have excellent communication skills and a thorough 

understanding of the organisational culture, competencies, and skills of the employees within 

the intervention group. This allows to 

tailor the interventions to the 

specific needs of the organisation 

and ensure that they are well-

received by employees. The project 

champion manages the intervention 

project and is the go-to person for all 

stakeholders involved. Choose 

someone who is passionate about 

the cause and has the skills and 

knowledge to lead the project to 

success. 

 

 

 

Tales from the Field: An incredible senior manager in Germany! 

At our intervention site, we were fortunate to have a seasoned senior manager as our 
project champion. With over 40 years of experience in managing similar projects and a vast 
network, he was the ideal person to lead the charge. He had a deep understanding of the 
company culture, which allowed him to know the right people to talk to in order to get things 
done. He played a vital role as the chairman of our steering team meetings, keeping us 
focused, motivated, and on track to make progress. His knowledge and experience were 
instrumental in the success of the project, and we couldn't have done it without him. His 
leadership was key to bring the project to the next level and make sure it was successful. 
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3.Develop a communication plan  

Developing a comprehensive communication plan is essential for the success of an intervention project. 

Including a representative from the communication department in the steering team can provide 

knowledge on communication processes and how to communicate in the local context. The 

communication expert can ensure that communication materials are developed and distributed. 

Communication should be a fixed item on 

each steering team meeting agenda. 

Initially, the project should be presented at 

various team and departmental meetings, 

with the project champion leading the 

presentations to allow participants to "put a 

face" to the project. Steering team members 

should all play an important role in informing 

colleagues about the progress of the project 

and helping employees to understand what 

learning points have been identified. 

 

 

 

 

It's important to follow a carefully prepared communication strategy 

that includes written, oral, and visual means of communication and 

makes use of different existing information channels. Written material 

can be included in articles or interviews in company newsletters, 

intranet, memos, or a flyer/leaflet that introduces the project and 

includes answers to frequently asked questions. Oral communication 

can be presented in meetings at all levels, phone calls, or podcasts. 

Visual communication can be delivered in the form of videos or 

posters with the aims and objectives, a catchy slogan, and a timeline to allow others to follow progress. 
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Tales from the Field: A sceptical manager in Italy 

In one of our intervention sites, we held presentations at senior management meetings to 
gain higher management support. In these presentations, the goal of H-WORK was explained 
along with its objectives. The general timeline of the project was presented, as well as who is 
involved. There was also room for questions from senior managers, as well as from the 
steering team. During one presentation, a senior manager argued: “I have seen many 
programs and interventions come and go, with little to no impact on the well-being of the 
employees…Why do we need another program? Besides, we are in a highly stressful and 
demanding sector, how can we possibly expect to improve well-being in such a challenging 
environment?". We explained to him that the intervention we were proposing was different. It 
was a multi-level approach, considering the needs of individuals, groups, leaders, and the 
organisation as a whole. The senior manager was still sceptical, "But how do you know it will 
work? How can you guarantee that this program will be any different from all the others that 
have failed in the past?". We assured him that the program was evidence-based and had 
been successfully implemented in other organisations.  Despite his initial scepticism, the 
senior manager agreed to move forward with the program and was fully supportive. 

Here is an example of a communication plan! 

COMMUNICATION PLAN 

Target Group Employees of the department X.  

Goal of 
Communication 

To familiarise employees with the interventions and to increase acceptance 
and engagement.  

Content of 
Communication 

Communication will be about the aim of the interventions (improving mental 
health within the department by implementing interventions at multiple 
levels), the modalities and the benefits of the interventions.  

Medium of 
Communication 

Message on Intranet. Messaging team managers directly via e-mail. Oral 
information and presentations in team meetings. Articles/podcasts based 
on interviews with steering group members. Flyers/videos about the 
interventions.  

Communication 
Manager Members of the steering group, especially the communication expert 
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How? 

During each steering group meeting, members of the steering group 
summarise what needs to be communicated and how. The HR-
representative can identify other ongoing HR initiatives and evaluate 
whether they are an obstacle for our project, or whether the various 
initiatives can strengthen each other.  

Time Allocated We meet approximately four times (1 hour) over the course of 2 months.  

Feedback and 
Follow-ups 

Every month, the project teams are contacted regarding their current 
practices of the project, and we assess how the communication may be 
adjusted if necessary. 
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