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Influencing the (line) manager – why? 

Study one – IWH systematic 
review 

 Educating supervisors 
and managers 
 

 Is one of the seven 
workplace based 
interventions that 
makes a difference 

  

 

 

Study two – Liberty Mutual 

 47% reduction in new 
claims and an 18% 
reduction in active lost-
time claims 
 

 Versus 27% and 7%, 
respectively, in the 
control group. 

 
Shaw, W. S., M. M. Robertson, et al. (2006). "A 

controlled case study of supervisor 
training to optimize response to injury in 
the food processing industry." Work 26(2): 
107-14. 
 



Supervisors and return to work 

 A supervisor’s role is to develop employees and monitor 
their performance. 
 

 This puts the supervisor in a pivotal position to observe 
changes in behaviour and the emergence of physical, 
mental and personal problems for employees returning 
to work.  
 

 Early recognition of problems, intervention and support 
during the early stages of treatment are keys to achieving 
effective results. 



But 

 

There are big gaps in:  
 
 Supervisor understanding of how to be 

effective in return to work  
 

 Expectations about their role 
 



Employee expectations of supervisor 

0% 20% 40% 60% 80% 100%

Obtain co-worker support

Follow-up

Shared decision-making

Coordinate with medical care

Fairness/respect

Validation

Concern for welfare

Empathy/support

Responsiveness

Communication

Accommodation

Shaw, Robertson et al., J Occup Rehabil 2003;13:129-142. 



Supervisors’ concept of their role 

 

 Complete injury report (90%) 

 Assess validity of claim (65%) 

 Protect company (53%) 

 Communicate with worker (41%) 

 Include worker in process (30%) 
 



Trained supervisors 

 

Research has shown trained supervisors 
 

 Report greater job satisfaction 
 

Have less claims in their area 
 

Have less claims where the employee is off work  
 



How to train supervisor 

 Let them know what’s in it for them 

–  stress as employee productivity increases 

–  workplace accidents and illnesses as ergonomic 
principles are applied 

–  staff turnover when an experienced team member is 
retained 

– Demonstrated leadership role within the company 

–  skills in communicating effectively 

–  confidence in abilities 

–  support from other units or teams within the company 

 



How to train supervisor 

 

 Case discussion 

 Formal training  

Use of questionnaire 

Use of survey 

 Talk money 

 Involve their boss 

 

 
 



 

 

 
 

http://www.bohrf.org.uk/downloads/Manager_support_checklist.pdf 
http://www.ncbi.nlm.nih.gov/pubmed/21915686 

http://www.bohrf.org.uk/downloads/Manager_support_checklist.pdf
http://www.ncbi.nlm.nih.gov/pubmed/21915686


Manager support for RTW 

regularly communicates with the individual via 
telephone or email 

regularly communicates work issues with the 
individual to keep them in the loop 

focuses conversations more on the individual’s 
wellbeing 

 
gives the individual lighter duties/different jobs 

during their initial return to work 
 incorporates a phased return to work for the 

individual 
remains objective when discussing return-to-work 

adaptations for the individual 
 
 
 
 



 

 

 
 



Formal training 

 

 Two hours to one day 
 Training in  

 Understanding musculoskeletal problems 
 Ergonomic principles 
 Active listening 
Managing rtw 
 Dealing with problem cases 

 
 Training package available in SA 
 RTWMatters 

 
 



Believe  

 in RTW 
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Health impacts include:                   
 

• Increased rates of mortality; 
• Poorer physical health, 

including increased rates of: 
o cardiovascular disease; 
o lung cancer; and 
o susceptibility to respiratory 

infections; 

• Poorer mental health and 
psychological well-being; 

• Somatic complaints; 
• Long-standing illness; 
• Disability; and 
• Higher rates of medical 

consultation, medication 
consumption and hospital 
admission. 

• Suicide in young men > 6 
months out of work is 
increased x40  

• Suicide rate in general 
increased x6 in longer-term 
worklessness  

• Health risk and life 
expectancy greater than many 
“killer diseases”  

• Greater risk than most 
dangerous jobs 
(construction/forestry)  



Social costs 

Social 

 

• Families, including the 
children of parents out of 
work, have decreased 
educational opportunities and 
reduced long term 
employment prospects; 

• Individuals suffer a loss of 
social identity and status; and 

• Exclusion from employment 

 

 
 

Workplace 

• Direct costs 

• Indirect costs  

• X4-13 times direct costs 

• Reputation 

• Morale 

• Other time – fines, court 

 



AUS Consensus statement signatories @ March ‘12 

 

 

 
 



Consensus statement 
 

Government, employers, unions, insurance companies, legal practitioners, 

advocacy groups, and the medical, nursing and allied health professions all have a role to play in 
promoting the health benefits of work.  

Through actions appropriate to our various areas of 
responsibility or activity, we agree to: 
– Promote awareness of the health benefits of work; 

– Offer support and encouragement to those attempting to 
access the health benefits of work; 

– Encourage employers’ continuing support of workers’ 
occupational health; and; 

– Advocate for continuous improvement in public policy 
around work and health, in line with the principles 
articulated above. 

 

 
 



Messaging  

 

 Being taken up by various groups 

Needs to be used for the WELL BEING of people 

 If used as a stick the message will be damaged 

 
 



Messaging  

 

Work out how you can talk to people  

 In a way that works for you and works for them 

 
 



Enjoy 
work 

Be 
effective 

Sustain 
enthusiasm 

You 



Summary of Well-Being Theory - PERMA 

 

1. Positive emotion 
– Increasable by 10-15% 

– Losada relationship: Flourishing companies have a ratio 
of positive to negative words in company meetings over 
2.9:1 (stagnant 1-2.9:1, going under<1:1) 

2. Engagement  

3. Relationships   

4. Meaning and purpose 

5. Accomplishment 

 
http://www.abc.net.au/tv/bigideas/stories/2012/04/30/3489669.htm 
http://www.authentichappiness.sas.upenn.edu/Default.aspx 
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http://www.authentichappiness.sas.upenn.edu/Default.aspx


Relationships  - start to use Active Constructive 

 

 

 
 

 

Passive  

constructive 

 

Active  

constructive 

 

Passive  

destructive 

 

Active  

destructive 



Work your strengths 
 
 

Identify your strengths 

 

 
 

 

1. Creativity 

2. Curiosity 

3. Open Mindedness 

4. Love of Learning 

5. Perspective 

6. Bravery 

7. Persistence 

8. Integrity 

9. Vitality 
 

 

 
10. Love 
11. Kindness 
12. Social intelligence 
13. Citizenship 
14. Fairness 
15. Leadership 
16. Forgiveness 
17. Humility 
18. Prudence  

 



Work your strengths cont’d 

 

Then use them in your everyday practice 

Statistics @ 6 months 

Less depression 

Less anxiety 

More job satisfaction 

(Better results) 

 

 
 



5 tips to build trust & gain information: 
 
1. Be yourself 

– It’s not about you, it’s about them 

2. Don’t pretend to understand if you don’t 

3. Listen actively 

4. Deliver on promises 
– DON’T make promises you can’t keep 

5. Ask what you want to know 

 

 
 



Worker may feel 

• Employer/Insurer is interested in saving costs 

• Employer feels injured worker is a hassle & no 
longer a valued team member 

• Employer is supportive because legislation 
requires it 

• Employer wants to get rid of them 

• Can’t trust employer because they were injured 
whilst working for them 

• Other feelings of distrust based on 
circumstances/culture of organisation/history 

 

 
 



Developing trust 

 

 

1. Don’t try to act genuine, be yourself 
 

 People are aware of authenticity 

 When you’re authentic it becomes more about 
the other person 

 

 
 



 

 

2. Don’t pretend to understand what they are 
going through if you don’t 
 

 Ask them to tell you 
 Say things like “It must be hard….”, “I can’t 

imagine….”, “How are you coping with….?” 
 Make sure you stimulate a response – avoid 

telling them how they feel, ask questions 
 

 



 

3. LISTEN & hear what they are saying 
 Most people will tell you want they want / need 

 Some will rant & rave  

• You learn from listening & letting them vent 

• Some will talk themselves through their issues 

• Most will actually apologize to you & thank 
you once they have vented 

 
 



4. Deliver on promises 
 If you can’t make a promise, say you will find out 

and then follow through 

 If you can’t deliver, give them: 

• Reasons why 

• Alternatives – stay away from closed 
responses such as “No” 

 

Broken Promise = Broken Trust 

Under promise and over deliver 

 
 



Ask away, if there is trust 

They may have already told you what you want to 
know. 

 
If not: 

 

5. Ask them what you want to know 
 
 Start gently/subtly and see how they respond 
 Depending on personality or the relationship you 

have built, you may be able to ask blunt 
questions 

 
 



Meaning and purpose 

 

People have higher levels of well-being 
when they are doing something for 
others 

May be small, such as providing simple 
information 

May be large, such as achieving a 
difficult return to work 

 

 



References PERMA 

Identify your strengths test 
http://www.authentichappiness.sas.upenn.edu/tests/SameAnswers_t

.aspx?id=270 

 

Video of Martin Seligman in Aus 

http://www.abc.net.au/tv/bigideas/stories/2012/04/30/3489669.htm 

 
More information on PERMA 
http://www.authentichappiness.sas.upenn.edu/Default.aspx 

 

www.rtwmatters.org 
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Other 

 
If you are in South Australia 

http://www.workcover.com/employer/e
mployer-responsibilities/supervisor-
training  

 
Knowledge Base links 

http://www.rtwknowledge.org/browse.p
hp?view_type=employer#manager 

 

RTWMatters.org 

http://www.rtwmatters.org/products/tra
ining-program-managing-return-to-work-
for-supervisors.htm 
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