World Mental Health Day at
Work: From Listening to
Action

A Fair360 Activation Toolkit for October 10, 2026 EAIR360



What This Day Is and Why It Matters

World Mental Health Day is observed globally on October 10, led by the World Federation for
Mental Health and supported by the WHO.

“Lived experiences heard: real voices, real change.”

2026 theme

The theme asks organizations to treat employee experience as expertise that can identify
barriers, improve decisions, and change the systems that shape daily work.

Friday, October 9

Best activation date, with resources available through
the weekend.

Frontline, weekend, or global workforces need
accessible, asynchronous options.

World Mental Health Day (WHO),
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https://www.who.int/campaigns/world-mental-health-day

May and October Serve Different
Purposes

The two observances have different histories, scopes, and best uses. They do not duplicate

each other.

Origin

Scope

Annual theme

Best
workplace use

Relationship

Mental Health Awareness Month
(May)

Established in 1949 by Mental
Health America, a U.S.-based
nonprofit

Primarily U.S.-focused

Set annually by Mental Health
America; the 2026 theme is "More
Good Days, Together”

A sustained month for education,
manager development, resource
awareness, workload review, and
broader planning

Complementary, not duplicative:
May creates sustained space for
learning and system improvement
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World Mental Health Day (October
10)

Established in 1992 by the World
Federation for Mental Health; WHO
runs a global campaign alongside it

Global, observed in more than 150
countries

Set annually by WFMH and WHO;
2026: "Lived experiences heard: real
voices, real change”

A focused single-day moment to
engage employees around a global
theme, activate one meaningful
commitment, and close the loop

October 10 creates a global focal
point for attention and action
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Do One Focused, Visible Thing

If your organization did meaningful work in May, October 10 is not a reason to repeat
it.

It is a reason to do one focused, visible thing and show employees what changed as a result.

May

Understand and improve the system.

October 10

Listen, activate one meaningful change, and close the loop.

Mental health should not be visible only twice a year; these are two entry points into year-
round work.

This toolkit is intentionally shorter than Fair360’s Mental Health Awareness Month: A Workplace
Cultural Toolkit; both stand alone.

FAIR360
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https://fair360.com/mental-health-awareness-month-a-workplace-cultural-toolkit/
https://fair360.com/mental-health-awareness-month-a-workplace-cultural-toolkit/

The Fair360 Interpretation of the
2026 Theme

Employees with lived experience may see what EAP utilization data, complaints, and
engagement surveys miss.

e Why people hesitate to use resources
e Which manager behaviors build or erode trust

 How workload affects sustainable performance

e \Where a benefit is available but unusable

Knowledge without
disclosure

That knowledge can improve decisions
without requiring personal disclosure.

Do not ask employees to disclose for
the sake of an awareness campaign;
create safe, voluntary ways for
experience to inform decisions, and
show what changed.

FAIR360
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Listen without
extracting.

Act without
diagnhosing.

Close the loop.



Psychological Safety Is the
Foundation

Mental health at work is not primarily a clinical issue. Mental health at work is shaped by
workload, expectations, communication, leadership behavior, and trust that speaking up is safe.

Low psychological safety quadruples flight risk

Employees planni...

12

High Low

Psychological safety

BCG research: 3% plan to quit when psychological safety is high; 12% when low.

BCG also found that employees who feel psychologically safe report feeling 2.1 times more
motivated and 2.7 times happier at work.

Inviting mental health experiences in an unsafe environment is extraction, and employees know
the difference. Building the conditions for honest input is not separate from the mental health

work. It is the mental health work.

A mindfulness session cannot compensate for chronic overload. Resources matter; work design

matters more.

Fair360 on psychological safety

FAIR360
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https://www.bcg.com/publications/2024/psychological-safety-levels-playing-field-for-employees
https://fair360.com/psychological-safety-is-not-a-culture-initiative-it-is-a-business-imperative/

A Practical 30-Minute Workplace
Activation

The next three slides walk through each step, with facilitator language, sample themes, and how
to choose your action.

0 to 5 min ®

Explain the day

® 5 to 10 min

Explain what meaningful listening

means
10 to 18 min ®

Review aggregated input

® 18 to 25 min

Select one action

25 to 30 min ®

Confirm follow-through

The event ends when ownership begins, not when the
meeting closes.

FAIR360
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O to 10 Minutes: Explain the Day and
Meaningful Listening

e World Mental Health Day is October 10; the 2026 theme is "Lived experiences heard: real
voices, real change”

¢ No one is expected to disclose personal mental health information

e Lived experience can identify barriers data misses, but one person cannot speak for
everyone

e Stories are never pressured or used without consent

e Listening must lead to a decision, an action, or an honest explanation of what cannot yet
change

Facilitator language

"\WWorld Mental Health Day gives us an opportunity to examine how our
workplace supports sustainable performance and access to help. Today's
conversation is about workplace practices, not about asking anyone to
disclose a diagnosis or personal experience.”

FAIR360
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10 to 18 Minutes: Review Aggregated
Input

Share a small number of themes from voluntary anonymous input collected before
the session.

Resource confidentiality

Employees know resources exist but are unsure how confidentiality works.

Workload and communication

Meeting load and after-hours communication are common concerns.

Manager language

Managers want clearer language for supportive conversations.

Finding support

Many employees are uncertain where to find work-related support.

Do not identify individuals or speculate about who submitted a comment.

FAIR360
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18 to 30 Minutes: Select One Action
and Confirm Follow-Through

Choose one action that is within organizational control, specific, owned, time-bound,
and visible to employees.

State the selected action

Confirm the responsible owner

Name the first milestone

Give the date employees will hear back

Share where employees can find immediate support before the session closes.

FAIR360
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Before the
Activation:
Preparation
CheckKlist

e Choose a clear purpose. Avoid the vague
objective of raising awareness; name the
action it serves. Strong examples include:
improve understanding of how to access
resources, identify one workplace stressor,
strengthen manager response language, or
gather input for a policy review.

¢ Identify an owner with authority to act.
Sponsorship includes responsibility for
follow-through.

¢ Select safe input questions. Focus on
workplace experience, not diagnosis.

» Explain privacy before collecting input. Do not
use anonymous and confidential
interchangeably.

e Prepare managers. Give managers the
purpose of the activation, participation
expectations, language for opening a
conversation, referral information, the limits
of their role, and the escalation process for
immediate safety concerns.

o \Verify resources before promoting them.
Confirm EAP and crisis details, accessibility,
language availability, and confidentiality
explanations. Do not send employees
toward resources that no one has recently
tested.
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Safe Input Questions and Privacy

e What helps employees feel safe seeking support here?

e What workplace practice makes sustainable performance harder than it needs to
be?

e How clear are you about where to find mental health resources?
e What is one realistic change that could improve the employee experience?

e What would make manager response more helpful or consistent?

Keep questions work-related

Avoid questions about diagnoses, medication, prior experiences, or why an employee has not
used a specific resource.

Explain privacy first

Tell employees whether responses are anonymous or confidential, who reviews them, how
findings are aggregated, and when to expect follow-up.

FAIR360
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Action Menu: Choose One Meaningful
Commitment

The action should communicate genuine commitment, not just symbolism.

Work Design

e Review one recurring meeting
e Clarify after-hours norms
e Add a workload check to one-on-ones

o Create a workload escalation process

Manager Capability

A 30-minute briefing; a one-page response guide; clarify when to involve HR or
accommodations; add workload discussion to training.

Resource Access and Trust

Rewrite the EAP explanation in plain language; clarify what is shared with the employer;
consolidate resources; test the pathway as an employee.

Low utilization should not be interpreted as low need.

FAIR360
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Action Menu: Voice, Flexibility, and
Peer Networks

Employee Voice

e A confidential advisory group
e Quarterly pulse questions

e A documented process for reporting back

Flexibility and Support

e Clarify how to request work-related support
e Review schedule predictability for frontline and shift workers

e Check whether appointments are realistic during the workday

ERGs and Mentorship

They can reduce stigma and surface patterns, but should not become informal crisis
response.

Give leaders referral guidance, set peer-support boundaries, and create escalation
protocols to HR decision-makers.

FAIR360
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What Managers Can Say

Starting points, not clinical protocols.

Opening a team conversation
"World Mental Health Day is an opportunity to consider how our work environment
supports or complicates sustainable performance. No one is expected to share
anything personal. We are focusing on workplace practices.”

When an employee shares a challenge
“Thank you for trusting me with that. You do not need to share more than you are
comfortable sharing. Let’s focus on what work-related support may be helpful and
which resources | can connect you with.”

When you do not know the answer
"I may not have the answer immediately, but | want to respond appropriately. With
your permission, | can consult the right resource and follow up by [date].”

When someone declines

"That is completely fine. Participation is voluntary and no explanation is required.”

\When someone seems overwhelmed

"I have noticed that the workload seems especially heavy right now. | do not want to
make assumptions about how you are feeling. Can we review priorities and discuss
whether any adjustment would help?”

FAIR360
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Satety Concerns and What Not to
Say

Immediate safety concern

"l am glad you told me. Your immediate safety matters. | need to involve
the appropriate support so we can respond responsibly.”

Follow established emergency and HR protocols. Do not attempt therapy, promise
confidentiality you cannot maintain, or leave someone alone when there appears to be
immediate risk.

What managers should not say

“You do not look depressed.”

e "Everyone is stressed.”

e "The EAP should fix this.”

e "l know exactly how you feel.”

e "We all have to push through.”

» "Is this going to affect your performance?”

e "l'will keep this completely confidential.”

A manager does not need a perfect response. They need a calm, respectful one.

FAIR360
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Listen Without
Extracting

Personal storytelling can reduce stigma, but it
becomes harmful when the organization receives
an emotional moment while the employee carries
all the risk.

Before inviting a story, confirm participation is
voluntary, the audience and format are clear, the
employee controls what is shared, permission
exists to record or republish, declining has no
consequence, and support is available afterward.

Instead of “Tell us about your diagnosis.”

Ask "What would you want workplace
leaders to understand about creating
supportive environments?”

Instead of "Describe your lowest moment.”

Ask "Which workplace practice made it
easier or harder to seek support?”

Instead of “Share something personal so
others will care.”

Ask "What change would improve the
employee experience?”
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Closing the Loop: What to Say After
the Activation

Employees become less trusting when input is requested repeatedly without action.

Sample message
Subject: What We Heard and What Happens Next

What we heard: [theme one], [theme two], [theme three]

What we will do now: [specific action]. Owner: [name or team]. First milestone:
[date]. Next update: [date]

What requires further review: concerns about [issue]; update by [date]

What we cannot change immediately: [brief, honest explanation]

Employee input should lead to visible response, even when the response is that more
work is required.

FAIR360
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Common Questions

Do employees have to discuss their mental health?

No. They can discuss work practices, support systems, and manager behavior.

Can managers ask whether someone has a condition?

No. Managers should focus on observable work issues, available support, and established HR or
accommodation processes.

What if almost no one responds?

Low participation may reflect survey fatigue, lack of trust, poor timing, or doubt that anything
will change. Silence is not proof that no issue exists.

What if workload is the main issue?

Then address workload. Resource promotion alone will not resolve persistent understaffing,
conflicting priorities, excessive meetings, or always-on expectations.

What if we cannot make the requested change?

Explain why, identify what is possible, and give a date for reconsideration.

Should participation be mandatory?

No personal disclosure or emotionally sensitive discussion should ever be mandatory.

What if someone shares a crisis?

Pause the general discussion. Follow established safety and escalation procedures. Connect
the person to immediate support. Do not continue their story as a group discussion.

FAIR360
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Immediate Support

988

Suicide and Cirisis Lifeline

In the United States, free, confidential support by call, text, or chat, 24
hours a day, seven days a week.

Employees outside the U.S.

Find A Helpline (findahelpline.com) is a free global directory of verified,

confidential helplines in more than 130 countries, by phone, text, or chat.

Immediate danger

If someone is in immediate danger, contact emergency services.

Global organizations should verify and list local crisis and emergency resources for
every country where employees work before the activation.

FAIR360
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https://findahelpline.com/

For Deeper Year-Round Work

Mental Health Awareness Month: A Workplace Cultural Toolkit

The comprehensive framework, including the mental health spectrum, burnout and
stigma, manager capability, workload, ERGs, and measurement.

Psychological Safety Is Not a Culture Initiative. It Is a Business
Imperative.

The leadership conditions that make these conversations possible.

FAIR360
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https://fair360.com/mental-health-awareness-month-a-workplace-cultural-toolkit/
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Listen Carefully. Examine Work
Honestly. Follow Through Credibly.

World Mental Health Day should not become a contest to produce the most vulnerable story or
the most polished campaign. Its value lies in what organizations learn and what they change.

The 2026 theme asks us to treat lived experience as more than testimony. In the workplace,
that means building respectful ways for employees to inform decisions without requiring
disclosure, protecting people who remain private, and responding visibly to what is heard.

Managers do not need to diagnose. Employees do not need to disclose. Organizations do need to
listen carefully, examine work honestly, and follow through credibly.

Listen without extracting. Act without diagnosing.
Close the loop.
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