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Previous research

 Work-related problems; 

 The return to work does not mark the resolution of  
health problems;

 If  the return to work does not address work-related 
problems, the recovery process is prolonged and the 
return to work is risky;



Objective

• Design, implement and evaluate 
this program with stakeholders in 
the workplace (managers, unions, 
supervisors, health and prevention
workers, etc.) and for workers who 
had been absent due to a mental 
health problem.

Méthode

• Research was conducted in a 
health and social services sector in 
Quebec with 4000 employees;

• Methodology was based on 
program theory and conducted so 
as to design a theoretical model 
and an operational model that we 
implemented and evaluated.  

• We conducted interviews with all 
stakeholder groups in the 
workplace and followed absent 
workers and the supervisor during 
the return to work process.

Design, implementation and evaluation
of  a the return to work program
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The main objective 
and the originality of  this guide  

 Design a support program that would allow us to 
intervene directly on work-related problems;

 Recognize the impact of  work on health and the risks 
associated with work-related problems;

 Moving from an individual rehabilitation approach to 
an organizational prevention focus.



The first part presents the different aspects that must
be considered before implementing the support
process.



These factors include :

 The recognition of  the central impact of  work 
on mental health;

 The need to put work at the heart of  the 
process.



What does it mean to recognize the impact of  
work on health and the risks associated with

work-related problems ? 

 It means accepting to intervene in the work 
organisation;

 It means adopting practices based on the analysis of  
work situations;

 A perspective that fully engages workers and 
workplace stakeholders, including unions, the 
immediate supervisor and senior management.



The hidden face 
of  contradictory practices

These contradictory issues undermine the credibility of  the 
approach to disability management and the confidence of  the 

stakeholders in being able to improve the situation. 



The second part of the guide presents the various
measures to be taken to implement the recovery/return-
to-work support process.



Good intentions translate into action

 Senior management must make a clear
commitment to support its vision and what this
means in terms of  challenges;

 This vision, based on the analysis of  work and the 
challenges it raises, must be shared by all staff, 
management, senior staff, the union and workers; 

 The roles and responsibilities of  each of the 
workplace stakeholders must be clear and practices 
must be coordinated by a neutral facilitator. 



The third part details the seven operational steps for 
supporting and monitoring absent workers and their
supervisors. 



The seven steps  



A space to think about work 

 A space that gives the worker the possibility to 
examine his work ; 

 Rebuild a positive connection with the 
workplace ;

 Construct an opportunity to discuss the issue 
of  work rather than focusing on the disease.



Transform Mental Health Risk 
Factors into Protective Factors 

 Lack of  recognition at work, poor support from superiors and co-
workers, and lack of  decision-making control to decide "how to get the 
job done" are the most significant risk factors for mental health in the 
workplace;

 Conversely, feeling supported in difficult situations, having an 
influence on their work, and feeling respected and valued are all 
factors in the prevention of  mental health problems in the workplace.



Major challenges 
for immediate supervisors

 Recognizing the impact of  work and management 
practices on the health of  workers;

 Shifting from a paradigm of managing absenteeism to a 
paradigm of supporting workers and improving work
organization ;

 Being listened to by management and having the latitude 
to improve work organisation ;
 The immediate supervisor's ability to listen to the 

employee’s work problems depends on the supervisor’s
ability to be listened to by his managers.



Some examples of  planned actions 

 Have regular meetings and team meetings;

 Clarify roles and responsibilities; 

 Adjust the work schedule;

 Planning a transfer to another department;

 Determine when to update training and procedures;

 Plan a work-sharing with a colleague to update files or to minimize the 
workload for a period of  time;

 Prepare welcoming modalities for the return; 

 Prepare a work plan for difficulties that cannot be solved in the short term;

 Plan the allocation of  additional resources.



This fourth section describes the return-to-work
support process as well as actions that can be taken to
prevent mental health problems.



What concerns one worker 
may affect several workers

 Based on the identification of  work-related problems 
affecting the absent worker :  
 Try to find out how these factors can also affect other

workers; 
 Identify some topics that will be used to initiate a 

discussion on preventive actions in mental health. 
 Moving from a case-by-case intervention to one that

targets all exposed workers.



Closing the Loop on Prevention is an 
Essential Perspective on Worker Retention

 The ultimate goal of  this approach is to ensure the 
shift from rehabilitation to prevention in mental 
health in the workplace;

 Support not only return-to-work but also job 
retention.

 Create an environment conducive to staff  retention.



The limits of  this guide…

 Some workplaces, organizations and 
companies are still reluctant to implement an 
approach that addresses the work
organization ; 

 And even if  they do, it is often by 
maintaining contradictory practices and 
actions do not follow intentions. 



The Next Step…

Develop with and for trade unions an 
approach to return-to-work support that

focuses on the ability to identify work-related
problems and put in place political and 

organisational actions





Thank you for your attention !
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