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What can
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teach industry
about workplace

well-being?

Two schools. Practical lessons.
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Moving the Needle playbook.
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2024 Winner | Education
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Proactive well-being.
Practical support.

Safa Community School
2025 Winner | Education

From well-being data to

everyday support.

ASK. LISTEN. ACT.

The weakest signals were the most useful.
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Digital 71

Student Well-being Komodo Data: 2025 - Present

Sleep and digital well-being showed where

support was most needed.
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A RESPONSE LOOP, NOT A DASHBOARD

MEASURE INTERPRET ACT

1. THE PRESSURE POINT
Safa Community School did not treat well-being
as a single score. 

It looked for specific pressures that shape
school life: sleep, digital habits, anxiety,
belonging, transition, SEND / additional-needs
support, family confidence and staff well-being.

Specific signals made specific action possible.

2. HOW THEY IMPLEMENTED
Komodo analytics, surveys, safeguarding data
and staff observation were read together by
people who knew the students.

The school also looked below whole-school
averages, so SEND students, new students and
year-group differences were not hidden inside
one headline result

3. HOW THEY BUILT SUPPORT
When sleep and digital well-being showed
pressure, Safa changed what students and
families received.

Digital safety lessons, parent webinars, student
Digital Leaders, phone pouches, sleep guidance,
counselling and specialist SEND support.

The data became action, not just reporting.

EVIDENCE 99% feel
safe 97% know who to

speak to if worried 97% know how to look
after their well-being 94% staff

satisfaction 2.8% staff
attrition

mentl.space10
Winner evidence is drawn from the mentl awards 2023, 2024 & 2025 entries and supporting materials reviewed through the judging process.

THE PLAYBOOK ASK QUESTIONS THAT
POINT TO ACTION

Do not measure well-being as one
general mood score. Track the
pressures you can actually respond
to: workload, recovery, digital
overload, belonging, psychological
safety, access to support and
confidence in the system.

ASK. LISTEN. ACT.

Safa Community
School broke well-
being into actionable
domains - so the
school could see
where pressure was
building and respond
with targeted support.

The weakest signals were the most useful. 

Sleep and digital well-being showed where support was
most needed.

Specific questions create specific action. Safa
Community School could respond with sleep guidance,
digital safety and family-facing support.

The point was not the score. It was identifying where
school life needed to focus.
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Student Well-being Komodo Data: 2025 - Present

READ THE EVIDENCE WITH
THE RIGHT PEOPLE

Survey data needs human
interpretation. Bring together HR,
managers, well-being leads,
inclusion teams, employee
representatives and support
providers to understand what the
signal means in practice.

TURN FINDINGS INTO
OPERATING CHANGES

If the data points to overload,
change workload rhythms. If
people do not know where to go,
make pathways visible. If digital
strain is rising, reset expectations. If
belonging is weak, strengthen
manager and peer support.

CLOSE 
THE LOOP

Tell people what was heard, what
changed and what happens next. 

Then measure again: do people
know where to go, are they using
support, and is confidence in the
system improving?ta
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The data became action,
not just reporting.

When sleep and digital well-being showed pressure,

Safa changed what students and families received.

HOW THEY BUILT SUPPORT

Digital safety lessons, parent webinars,

student Digital Leaders, phone pouches,

sleep guidance, counselling and

specialist SEND support.

EVIDENCE

94%
staff satisfaction

2.8%
staff attrition

Real well-being. Real workplaces. Real progress. 03 / 10
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WHAT EMPLOYERS CAN TAKE FROM SAFA

A response loop,
not a dashboard.

ASK QUESTIONS THAT POINT TO ACTION
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digital overload, belonging, psychological safety, access to support and

confidence in the system.
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Survey data needs human interpretation.

TURN FINDINGS INTO OPERATING CHANGES

If the data points to overload, change workload rhythms.

CLOSE THE LOOP

Tell people what was heard, what changed and what happens next.

Real well-being. Real workplaces. Real progress. 04 / 10

Source: Moving the Needle | THE PLAYBOOK | p. 10
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counselling and specialist SEND support.

The data became action, not just reporting.

EVIDENCE 99% feel
safe 97% know who to

speak to if worried 97% know how to look
after their well-being 94% staff

satisfaction 2.8% staff
attrition

mentl.space10
Winner evidence is drawn from the mentl awards 2023, 2024 & 2025 entries and supporting materials reviewed through the judging process.

THE PLAYBOOK ASK QUESTIONS THAT
POINT TO ACTION

Do not measure well-being as one
general mood score. Track the
pressures you can actually respond
to: workload, recovery, digital
overload, belonging, psychological
safety, access to support and
confidence in the system.

ASK. LISTEN. ACT.

Safa Community
School broke well-
being into actionable
domains - so the
school could see
where pressure was
building and respond
with targeted support.

The weakest signals were the most useful. 

Sleep and digital well-being showed where support was
most needed.

Specific questions create specific action. Safa
Community School could respond with sleep guidance,
digital safety and family-facing support.

The point was not the score. It was identifying where
school life needed to focus.

90

95

88 

84

89

72

71
Student Well-being Komodo Data: 2025 - Present

READ THE EVIDENCE WITH
THE RIGHT PEOPLE

Survey data needs human
interpretation. Bring together HR,
managers, well-being leads,
inclusion teams, employee
representatives and support
providers to understand what the
signal means in practice.

TURN FINDINGS INTO
OPERATING CHANGES

If the data points to overload,
change workload rhythms. If
people do not know where to go,
make pathways visible. If digital
strain is rising, reset expectations. If
belonging is weak, strengthen
manager and peer support.

CLOSE 
THE LOOP

Tell people what was heard, what
changed and what happens next. 

Then measure again: do people
know where to go, are they using
support, and is confidence in the
system improving?ta
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ASPEN HEIGHTS BRITISH SCHOOL

Open the door.
Remove barriers.

Aspen Heights British School

2024 Winner | Education

Aspen Heights shows how peer

trust can make support easier

to access.

THE FIRST CONVERSATION

81%
Among students who self-referred, 81% had not

previously shared their concerns with an adult.

Support was available, but for many students

the first conversation still felt difficult.

Real well-being. Real workplaces. Real progress. 05 / 10

Source: Moving the Needle | Aspen Heights British School | p. 12
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ASPEN HEIGHTS BRITISH SCHOOL | STUDENT AMBASSADORS

A trusted first step.
Support behind it.

Aspen started with a pilot.

Four students were selected for emotional

resilience, maturity, and the ability to hold

the role safely.

They were trained in Teen-to-Teen

Mental Health First Aid.

Six Adult Mental Health First Aiders

supported them through mentoring,

check-ins, and role boundaries.

75%
said ambassadors

made talking easier

Student feedback reported in the case study.

Real well-being. Real workplaces. Real progress. 06 / 10

Source: Moving the Needle | Aspen Heights British School | p. 12

40%30%20%10%0%

Anxiety 

Social Skills

Self Esteem

Mental Health

Lack of Motivation

Aspen Heights British School already had
counselling support in place. The issue was
not whether help existed. It was whether
students felt ready to take the first step. 

Aspen Heights British School already had
counselling support in place. The issue was
not whether help existed. It was whether
students felt ready to take the first step. 

mentl.space12
Winner evidence is drawn from the mentl awards 2023, 2024 & 2025 entries and supporting materials reviewed through the judging process.

FIND THE ACCESS 
BARRIER

Do not assume support is
accessible because it exists. 

Look for where people hesitate:
disclosure, stigma, confidentiality,
complexity or fear of
consequences.

CREATE A TRUSTED 
FIRST STEP

Make the first route into support
familiar, visible and low-friction. 

This could be a trained peer,
manager, champion, well-being lead,
HR partner or confidential digital
route.

TRAIN AND PROTECT 
THE BRIDGE

Anyone asked to support others
needs training, boundaries,
supervision and a clear escalation
route. 

Goodwill is not enough.

MEASURE WHETHER 
HELP FEELS EASIER

Track more than awareness. 

Ask whether people know where to
go, trust the route, feel safe
speaking up and actually use the
support.
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PLAYBOOK CASE STUDY

Open the door.
Remove barriers.
Open the door.
Remove barriers.
Aspen Heights British School
2024 Winner | Education

Aspen Heights shows how peer
trust can make support easier
to access.

Aspen Heights British School
2024 Winner | Education

Aspen Heights shows how peer
trust can make support easier
to access.

THE PLAYBOOK 

OPENING THE DOOR TO ACCESS

Aspen Heights British School identified that the first conversation matters. You
can open the door, but you need to help people take the first step through.

REFERRAL INSIGHT STUDENT SELECTION TRAINING ADULT MENTORING VISIBLE SUPPORT REFERRAL ROUTES

1. THE PRESSURE POINT
Aspen Heights analysed counselling referrals
and found anxiety was the leading issue,
accounting for 38% of counselling cases. 

But the more useful finding was about help-
seeking. Among students who self-referred, 81%
had not previously shared their concerns with an
adult. 

Support was available, but for many students
the first conversation still felt difficult.

2. HOW THEY IMPLEMENTED
Aspen Heights could have promoted
counselling more heavily.

Instead, it created a pupil peer route because
the evidence suggested students needed a
softer first step into help. 

Student Ambassadors were recruited and
trained not to replace counsellors. They were
designed to open the door for their peers into
the support system.

3. HOW THEY BUILT SUPPORT
Aspen started with a pilot. Four students were
selected for emotional resilience, maturity, and
the ability to hold the role safely. 

They were trained in Teen-to-Teen Mental
Health First Aid. Six Adult Mental Health First
Aiders supported them through mentoring,
check-ins, and role boundaries. 

Visibility came through assemblies, newsletters,
Mental Health Week, and peer conversations.

EVIDENCE 38% anxiety
cases 81% of self-referred students

had not told an adult 91.2% knew who the
ambassadors were 75% said ambassadors

made talking easier
counselling
referrals132

1. Top reasons
staff referred
students to
counselling

2. Student
self-referral
needs

37.9%

Someone to
listen to me

Someone to
intervene 8.6%

Someone to
give me advice

53.5%

1 2 Aspen Heights designed for hesitation.

The school did not just make
counselling more visible. It created a
lower-pressure first step for students
who were not ready to speak to an
adult. The ambassadors opened the
door, while training, adult mentoring
and referral boundaries kept the
route safe.

ASK. LISTEN. ACT.
Most students, when
asked, were not asking
for intervention. They
wanted a first
conversation that felt
safe, human and
easier to start.

Real well-being.
Real workplaces.
Real progress.
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WHAT EMPLOYERS CAN TAKE FROM ASPEN HEIGHTS

Make support easier
to approach.

FIND THE ACCESS BARRIER

Look for where people hesitate: disclosure, stigma,

confidentiality, complexity or fear of consequences.

CREATE A TRUSTED FIRST STEP

Make the first route into support familiar, visible and

low-friction.

TRAIN AND PROTECT THE BRIDGE

Anyone asked to support others needs training,

boundaries, supervision and a clear escalation route.

MEASURE WHETHER HELP FEELS EASIER

Ask whether people know where to go, trust the route, feel

safe speaking up and actually use the support.

Real well-being. Real workplaces. Real progress. 07 / 10

Source: Moving the Needle | THE PLAYBOOK | p. 12
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READ THE FULL STORIES

MOVING

THE NEEDLE
A playbook of

real-world case studies

from the mentl awards.

Explore the full stories of

Safa Community School and

Aspen Heights British School.

Read the playbook

Sign up to the mentl community for your free copy.

Real well-being. Real workplaces. Real progress. 08 / 10

https://mentl.space/posts/award-winning-well-being-tactics-from-the-mentl-awards
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PRACTICAL TAKEAWAYS FOR INDUSTRY

Start with one team.
Make one change.
Four actions for your next team check-in.

01

ASK WHERE PRESSURE IS BUILDING

Ask your team what is making work harder: workload,

digital overload, recovery or belonging.

02

CHECK THE ROUTE TO SUPPORT

Do people know where to go? Would they feel safe

taking that first step? Ask what gets in the way.

03

AGREE ONE PRACTICAL CHANGE

Choose a change you can make, name an owner and

tell the team what will happen.

04

RETURN TO THE CONVERSATION

Set a date to ask what changed, whether it helped and

what still needs attention.

Real well-being. Real workplaces. Real progress. 09 / 10

Practical application of the playbook lessons | pp. 10 & 12
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Could your school

be next?
Share the work you are doing

to support well-being.

Schools and organisations across industry:

enter the mentl awards 2026.

ENTER TODAY

mentlawards.com

Real well-being. Real workplaces. Real progress. 10 / 10
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support our mission this year 
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