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1.Analysing the needs of the organisation 
After having accomplished all the steps to prepare your intervention project (Step 1), it's crucial to map 

out the specific needs for interventions at various levels of the workplace. By using a participatory 

approach, you can gain an understanding of the psychosocial factors that affect mental health and well-

being at work and identify the necessary actions and interventions. 

To effectively identify these needs, all stakeholders should be involved to ensure participation and mutual 

understanding at different levels. Here are some actions to help guide this process. 

 

● Explore the organisational context (mental health policies and practices) 

→ You can use Organisational Context Questionnaire we provide below 

● Conduct focus groups with employees 

→ You can use the Focus Group Interview Guide we provide below 

● Interview middle and senior managers 

→ You can use the Middle and Senior Managers Interview Guide we provide below 

● Summarise the results of the needs analysis 

→ You can use the Template Grid for Summarising the Needs Analysis we provide below 

 

Throughout this process, make sure to follow ethical requirements by obtaining informed consent from 

each participant and adhering to data protection regulations (EU GDPR). 

 

Workplaces can vary in size and resources. So, the choice and use of tools should be adapted to the 

specific context. The needs analysis and stakeholder meetings should be conducted before implementing 

any interventions. 

https://gdpr-info.eu/
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2.Explore the organisational context 

PURPOSE 

To capture the extent to which management is committed to dealing with mental health 
issues, what sort of policies, practices and programmes are in place and how they are 
perceived. 

DESCRIPTION 

Time: 50-60 min 

A questionnaire should be completed together by HR, OH, or administrative personnel, as 
well as middle and senior managers. The questionnaire can be set up on a survey platform 
(e.g., Qualtrics, Google Forms) and sent electronically via a link in an email to participants. 
The questionnaire link should be sent out along with an information letter (including purpose 
of the tool, anonymity, confidentiality, and contact information), and a deadline for reply, 

usually within 1 week. A reminder should be sent out after 1 week to all participants. 
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ACTION TOOLS – THE ORGANISATIONAL CONTEXT QUESTIONNAIRE 
The questionnaire includes previously validated assessment tools. The organisation is responsible 
for ensuring that these scales are available for commercial use. Thank you for taking the time to 
complete this questionnaire, designed to assess the context and your organisation’s approaches to 
worker’s mental health and well-being. This survey should be completed by HR or administrative 
personnel who have an overview of the programmes, practices and policies regarding mental 
health and wellbeing in the organisation. The information given should focus on the objective facts 
and may be reported at stakeholder meetings and feedback reports. 

Policies, programmes, and practices 
1. Do you focus on changing how work is designed, organised, and managed in order to 

promote mental health and well-being at your organisation? If so, which measures do you 
have for promoting mental health and preventing mental health problems in your 
organisation? (e.g., campaigns, actions, meetings, surveys, promotion of resources and 
well-being, reducing demands). 

2. Do you have specific policies, practices and/or initiatives for mental health issues for 
vulnerable groups? (e.g., age, gender). 

3. Can you provide a brief and concise description of the type of benefits available to workers 
related to mental health and well-being (e.g., social gatherings, health insurance, gym, 
dental insurance, childcare benefits, wellness programs, remote working options, flexible 
work schedules, availability of healthy food, etc.).  

4. Have any measures been taken to minimise stigma regarding mental health at your 
organisation.  If so, which measures are taken to prevent stigma in your organisation?  
(e.g., campaigns, interventions, actions, meetings, surveys). 

5. Which internal communication and information channels do you have in your organisation 
in relation to mental health and well-being? Please list below (two-way meetings, digital 
platforms, intranet, e-mail, boards, etc.). 

6. Are there any other issues not yet mentioned that could be significant risk factors for 
mental health at work? 

7. Can you please provide a description of the significant organisational changes implemented 
or occurred in your organisation/department/unit in the last three years? (e.g., changes 
related to management, downsizing, lay-offs, structural changes, changes in work tasks, 
location and schedules, large turnover, equipment/technology, environment, etc.).  

8. Can you please provide a list of planned organisational changes (e.g., changes related to 
management, downsizing, lay-offs, structural changes, changes in work tasks, location and 
schedules, equipment/technology, environment, etc.) or interventions (e.g., campaigns, 
actions, initiatives) in your organisation/department/unit?  



 Step 2: Prioritise the needs 
 

  
 4 

 

 

Health and Safety 
The Workplace Integrated Safety and Health Assessment (WISH) tool can be used to assess the 
overall safety and health management systems of an organisation. Eight items can be answered on 
a 4-point Likert scale and encompass: 

● Management commitment and employee involvement 

● Hazard identification and risk assessment 

● Hazard control and prevention 

● Safety and health training 

● Emergency preparedness and response 

● Performance measurement and evaluation 

● Safety and health program evaluation and improvement 

 

Psychological Safety Climate 
The Psychosocial Safety Climate (PSC) tool can be used to assess the perceptions of employees 
regarding the psychosocial safety climate in their workplace. Twelve items can be answered on a 5-
point Likert scale and encompass: 

● Management support and commitment 

● Management priority 

● Organisational communication 

● Organisational involvement and participation 

 
Reporting the results 

Shortly summarise the key findings including: 

● Measures for mental health and well-being 
● Types of benefits, compensations, and facilitations available to workers 
● Measures for preventing stigma 
●  Internal communication and information channels 
● Other risk factors for mental health at work 
● Relevant organisational changes implemented or occurred in the last three years 

Descriptive presentation of results should be made with charts analysing means and standard 

deviations on each measure. Response categories 1 and 2 can be marked as “NEEDS ATTENTION” 

(in red), while response categories 3 and 4 can be marked as “SATISFACTORY” (in green). 

https://journals.lww.com/joem/Fulltext/2018/05000/Measuring_Best_Practices_for_Workplace_Safety,.4.aspx
https://psycnet.apa.org/doiLanding?doi=10.1037%2Fa0021320


Step 2: Prioritise the needs 

  
 5 

 

 

 

3.Conduct focus groups with employees 

PURPOSE 

To gain mutual knowledge of the psychosocial factors that affect mental health and wellbeing at work 

and to identify any actions and interventions needed to improve mental health and wellbeing in the 

workplace. 

DESCRIPTION 

Time: Approx. 2h 

Number of interviews: At least one focus group for each area/team/department involved. 

Number of participants: 5-10 people for each focus group. 

Materials: Cognitive map, red and green markers, audio recorder, camera to photograph cognitive 
maps, software tools for transcription (e.g., Trint or Amberscript) and/or qualitative data analysis 
(e.g., NVivo). 

Digital alternative: Online conferencing platforms (e.g., Zoom, Teams, Google Meet), digital 
whiteboard/visual collaboration tools (e.g., Mural, Miro, Padlet, Lucidspark), and Canva and Genially 
for creating content. Ground rules for all participants should be established (e.g., everyone's cameras 
on, use the chat to communicate). A co-facilitator can assist with managing timing and technology 
(e.g., answering questions in the chat, placing post-it notes for participants). 

 

Tales from the Field: A digital alternative in Covid times 

In one of our intervention sites, Covid-19 severely limited the implementation of interventions. 
Due to the pandemic and the consequent safety restrictions to prevent infections, it was not 
feasible to conduct face-to-face focus groups. Thus, our team looked over several online tools 
to collect relevant information about employees’ needs and ended up with few options. These 
were Miro and Mural. Both are easy-to-use tools and valuable alternatives to provide an 
online focus group experience while collecting employees’ needs. For example, a white virtual 
board could be easily filled with pictures, texts, and virtual sticky notes. The researchers who 
used these tools were satisfied with the experience, and so were the participants who stated 
to be mostly positive and enthusiastic. They perceived this online environment as a safe place 
where to be both protected from infections and stimulated to share information about 
themselves in relation to their work. 
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ACTION TOOLS – THE FOCUS GROUP INTERVIEW GUIDE 
 

You can use the following template to conduct group interviews with employees and cognitive 
mapping exercises.    
 

Introduction (10 min) 
Thank you for taking the time to speak with me today. The purpose of this focus group interview is 
to gain mutual knowledge of psychosocial factors that affect mental health and wellbeing at work in 
general and to identify the needs for actions and interventions for improving mental health and well-
being in your workplace.  Here some key points: 

●  Participation is voluntary. 
● You may decide not to continue in the interview/project at any time without it being held 

against you (there will be no consequences). 
● The results from this focus group can be reported – always aggregated and anonymously 

– at stakeholder meetings and feedback reports. 
● Do you have any questions before starting the focus group interview? 
● This session will take up to two hours. 
● Please, avoid reporting names or characteristics of the environment to safeguard privacy 

and respect others’ anonymity, confidentiality, and privacy. 

Questions about perceptions, knowledge, and attitudes towards mental health 
in the workplace (30 min)        

● How would you describe a mentally healthy workplace? 
● How is mental health communicated at your workplace? (Talked freely or stigma) 
● What is the manager's responsibility concerning mental health and what do they do? 
● Are you aware of any policies and practices in place concerning mental health (e.g., work-

home friendly policies, onboarding/induction strategies, inclusion and participation 
practices, common meeting facilities)? 

● What is currently done related to mental health issues at your workplace and what could 
be done differently? 

Cognitive mapping exercise (50 min) 
Show participants the JD-R model video. Ask participants to fill out post-it notes in different colours, 
green (Job Resources) and red (Job Demands), related to their workplace – minimum 3 each. Ask 
the participants to place the post-it notes in the most appropriate category on the map (I, G, L, O). If 
any notes cannot be placed, they can be parked on "P" and discussed further with the group. Discuss 
with participants asking the following questions: 

● Are there any overlapping themes or conflicting statements? 

● Are some of the issues related? 

https://www.youtube.com/watch?v=6zzBrYrZf5k
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● Do we see a pattern? 

● What do you think is the possible root cause? 

● Are there any specific groups (e.g., gender, age) in the organisation that need interventions 
to address mental health and wellbeing issues? And if so, why? 

● Anything missing on the map? (Extra green and red notes)   

 

Move around the red and green post-it notes and draw relationships on the map with a marker pen. 

 

Explore needs and improvements (30 min) 

Initiate a group discussion asking the following questions: 

● Based on the results from the mapping exercise, what are the main things that should be 
improved and/or preserved to create a mentally healthy place to work? 

● What would you prioritise? 
● What can be done with these prioritised issues at the different levels? 
● Which resources are needed? 
● What could be the barriers for dealing with these issues? 
● What would help employees manage their own mental health? 

Closure (5 min) 
Give a brief summary of the most important discussion points and communicate the next steps 
foreseen in the intervention process. 
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Reporting the results  
You can fill-in the following template to report the results of the focus groups.  

Organisation/Company: _________________________________________ 

Team/Area/Department: _________________________________________ 

Total number of participants in FGs: _________________________________________ 

Brief description of the focus group preparation (challenges in the recruitment process): 
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 

  

How is mental health communicated and dealt with in their workplace (stigma, responsibilities, 
policies, actions etc.)? 

__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 

 

According to participant responses, what working conditions impair their mental health and 
wellbeing (job demands)? 

__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 

 

According to participant responses, what working conditions protect or enhance their mental health 
and wellbeing (resources)? 

__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 

 

Considering the demands and resources found in the mapping exercise, what do the participants 
consider as the root causes of positive or negative outcomes (IGLO)? 

__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 
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What do the participants propose are the main things that should be improved and/or preserved 
to create (name of intervention site) a mentally healthy place to work and be? 

__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 

 

What do the participants propose can be done at different levels (individual, group, leader, 
organisation) to create a mentally healthy workplace? 

__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 

 

What needs to be considered for the implementation of interventions (barriers and triggers)? 

__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________
____________________________________________________________ 

 

Did the participants have any additional remarks of importance to the need analysis? 

 
__________________________________________________________________________________
__________________________________________________________________________________
__________________________________________________________________________________ 

 

Provide a summary of the most important findings (400 words maximum). What is going well? What 
are the main areas of concern? What are the main needs and suggestions for improvement? 

__________________________________________________________________________________

__________________________________________________________________________________

______________________________  

 



 Step 2: Prioritise the needs 
 

  
 10 

 

 

4.Interview middle and senior managers 

PURPOSE 

To understand middle manager and senior manager experiences, ideas, and perspectives on the 

needs for multi-level interventions to improve mental health and wellbeing for their employees. 

DESCRIPTION 

Time: Approx. 1.5h 

Number of interviews and participants: One interview with a middle manager and one interview with 
a senior manager per team/area/department. 

Materials: Audio recorder, pen and paper/computer to take notes, software tools for transcription 
(e.g., Trint or Amberscript) and/or qualitative data analysis (e.g., NVivo). 

Digital alternative: Online conferencing platform (e.g., Zoom, Teams, Google Meet). 
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ACTION TOOLS – THE MIDDLE AND SENIOR MANAGER INTERVIEW 
GUIDE 
 

You can use the following template to conduct individual interviews with middle and senior managers.    
 

Introduction (10 min) 
Thank you for taking Thank you for taking the time to speak with me today. The purpose of this 
interview is to understand your experiences, ideas, and perspectives as a [middle/senior] manager 
in this organisation around multi-level interventions to support your work and the organisation in 
pursuing the common goal of improving mental health and well-being in employees. I would like to 
review a few key points. 

● Participation is voluntary. 

● You may decide not to continue in the interview/project at any time without it being held 
against you (there will be no consequences). 

● There are no right or wrong answers, and it is okay to say, “I don’t know.” 

● The results from this interview can be reported – always aggregated and anonymously – at 
stakeholder meetings and feedback reports. 

● This interview will take around 1.5 hours. 

● Avoid reporting names or characteristics of the environment to safeguard privacy. 

● I will respect your anonymity, confidentiality, and privacy. 

First, I would like to ask a few questions about you and your background. 

●  How long have you been a manager at your organisation? 

●  How long have you been in this line of work? 

● How many employees do you manage?  

Questions about perceptions, knowledge, and attitudes towards mental health 
in the workplace (15 min) 

● What do you think are the key issues related to mental health and well-being in your 
workplace? 

● As a middle manager, how do you communicate around mental health and working 
conditions to your employees? 

● From your perspective, how do you perceive attitudes toward mental health problems at 
your organisation? 

● What is your knowledge or experience regarding stigma and mental health in the 
workplace? 

● Who is responsible for dealing with issues of mental health and well-being? (Employees, 
middle management, senior manager, organisation, HR, others) 

● Who should be involved in initiatives regarding mental health and wellbeing? 
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Questions about hindering and facilitating factors for the middle/senior 
manager’s role in promoting and/or preventing mental health issues at work 
(15 min) 

● What is your role/How do you see your role in securing the mental health and wellbeing of 
your employees? How do you feel about it? 

● Have you been trained to deal with mental health and well-being issues at work? 

● What support and resources are available to you as a leader to ensure your own and 
others' mental health and well-being at work? 

● What would prevent you from ensuring mental health and well-being at your organisation? 

● What is needed for you to ensure mental health and well-being at your organisation? 

Questions about the organisational needs towards creating a mentally healthy 
workplace (15 min) 

● What do you think would be important to change in the work environment to facilitate 
people to function optimally at work? 

● What do you think needs to be changed to make your employees’ job more engaging, 
inclusive, and satisfying? 

● Do you feel that your employees need to develop their personal resources? What 
resources may this be? 

● Are there any specific groups (e.g., age, gender) or levels in the organisation that need 
interventions that address mental health and wellbeing issues? And if so, why? 

Questions about barriers and triggers related to implementing mental health 
workplace initiatives (15 min) 

● Do you have any policies and practices in your organisation you think are central regarding 
mental health and well-being? (e.g., return to work, work-life balance, gender equality, 
Employee Assistance Programs) 

● How do you think it works? Anything missing, something you would like to have in addition? 

● Have any initiatives regarding mental health and wellbeing been implemented at your 
organisation previously? What was your role? Were these initiatives evaluated? How? Do 
you think they were successful in addressing mental health and well-being?  What worked 
well?  What did not work well? What could have been done differently? 

●  What additional training/module do you think is necessary? 

● If initiatives on mental health and well-being were to be implemented, what would be your 
role? What do you think would be essential for successful implementation? What do you 
think would be the barriers for successful implementation? What additional 
training/module do you think would be necessary? 

Questions about proposals to successfully create and implement mental health 
workplace initiatives (15 min) 

● What do you think should be the main things that should be improved and/or preserved to 
create a mentally healthy place to work? 

● What do you think should be prioritised? 
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● What can be done with these prioritised issues at the different IGLO levels? 

● Which resources are needed? 

● What could be the barriers for dealing with these issues? 

● What would be your role in this? 

Closure (5 min) 
Give a brief summary of the most important discussion points and communicate the next steps 
foreseen in the intervention process. 

Reporting the results  

You can fill-in the following template to report the results of the individual interviews with middle and 
senior managers.  

 
Organisation: ______________________________________________________________________ 

Team/Area/Department: ___________________________________________________________ 

Job position in the organisation: _______________________________________________________ 

Position of the interviewee (middle or senior manager): ____________________________________ 

According to the manager, which are the key issues (positive and negative) for mental health and 

well-being? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

According to the manager, what are the main attitudes and behaviours related to mental health in 

the organisation (stigma, communication, involvement, responsibility, etc.)?  

 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 
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How does the interviewee perceive their role in preventing mental health issues? How stigma around 

mental health in the workplace can be reduced through interventions? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

 

What are the perceived obstacles and facilitators for the interviewee in performing their role 

effectively? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

 

What are the essential factors for the interviewee to maintain their mental health and well-being in 

the workplace, in order of priority? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

 

What is needed to make the workplace an even better place to be? Do these needs apply to all 

groups/at all levels? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 
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Which policies and practices are in place and how do they work? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

Which initiatives have been implemented and how do they work?  

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

What does the interviewee propose can be done at different levels (individual, group, leader, 

organisation) to create a mentally healthy workplace and how? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

 Provide a summary of the most important findings. What is going well? What are the main areas of 

concern? What are the main needs and suggestions for improvement? 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

Write here any additional remarks of importance to the needs analysis. 

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________

__________________________________________________________________________________ 

 

 



 Step 2: Prioritise the needs 
 

  
 16 

 

 

5.Summarising the results of Needs 
Analysis 

PURPOSE 

To obtain an overview of all the findings and explore what is going well or not, what policies and 

practices are in place and what is needed at different levels. This is to be presented at the 

stakeholder meeting. 

DESCRIPTION 

The analyses should be structured and adapted according to size and complexity of the organisation. 
In larger organisations, it may be advisable to split and structure the analyses by department/unit. 
In small organisations it is not always appropriate to show the breakdown of findings for each level 
of the needs analyses as this may violate confidentiality. The organisation/company should receive 
feedback including the summary of each analysis. 

ACTION TOOLS – THE TEMPLATE GRID FOR SUMMARISING THE 
NEEDS ANALYSIS 
 

You can fill-in the following grid template to summarise the overall results of the needs analysis. 

 

 


	1.Analysing the needs of the organisation
	After having accomplished all the steps to prepare your intervention project (Step 1), it's crucial to map out the specific needs for interventions at various levels of the workplace. By using a participatory approach, you can gain an understanding of...
	To effectively identify these needs, all stakeholders should be involved to ensure participation and mutual understanding at different levels. Here are some actions to help guide this process.
	● Explore the organisational context (mental health policies and practices)
	→ You can use Organisational Context Questionnaire we provide below
	● Conduct focus groups with employees
	→ You can use the Focus Group Interview Guide we provide below
	● Interview middle and senior managers
	→ You can use the Middle and Senior Managers Interview Guide we provide below
	● Summarise the results of the needs analysis
	→ You can use the Template Grid for Summarising the Needs Analysis we provide below
	Throughout this process, make sure to follow ethical requirements by obtaining informed consent from each participant and adhering to data protection regulations (EU GDPR).
	Workplaces can vary in size and resources. So, the choice and use of tools should be adapted to the specific context. The needs analysis and stakeholder meetings should be conducted before implementing any interventions.

	2.Explore the organisational context
	PURPOSE
	DESCRIPTION
	ACTION TOOLS – THE ORGANISATIONAL CONTEXT QUESTIONNAIRE
	Policies, programmes, and practices
	Health and Safety
	Psychological Safety Climate

	Reporting the results

	3.Conduct focus groups with employees
	PURPOSE
	DESCRIPTION
	ACTION TOOLS – THE FOCUS GROUP INTERVIEW GUIDE
	Introduction (10 min)
	Questions about perceptions, knowledge, and attitudes towards mental health in the workplace (30 min)
	Cognitive mapping exercise (50 min)
	Explore needs and improvements (30 min)
	Closure (5 min)

	Reporting the results

	4.Interview middle and senior managers
	PURPOSE
	DESCRIPTION
	ACTION TOOLS – THE MIDDLE AND SENIOR MANAGER INTERVIEW GUIDE
	Introduction (10 min)
	Questions about perceptions, knowledge, and attitudes towards mental health in the workplace (15 min)

	Reporting the results
	You can fill-in the following template to report the results of the individual interviews with middle and senior managers.

	5.Summarising the results of Needs Analysis
	PURPOSE
	DESCRIPTION
	ACTION TOOLS – THE TEMPLATE GRID FOR SUMMARISING THE NEEDS ANALYSIS


