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Examine how the 
principles of behavior 
change align with 
well-being offerings.



As a health coach,

what is my role with

clients seeking

health improvements?



Support Sustainable Behavior Change

1. Spark intrinsic motivation to inspire and maintain change.

2. Reinforce behaviors over outcomes – focus on what they can 
control. 

3. Teach practical and scalable skills emphasizing flexibility and 
personalization.

4. Promote mindset shifts to prioritize sustainable behavior change.

5. Build self-esteem and self-efficacy by creating opportunities for 
success. 



Drivers of Behavior Change

Extrinsic motivation involves engaging in an activity because it 
leads to a tangible reward or avoids punishment.

Extrinsic motivation may lead to burnout or lose effectiveness 
over time. Removing reward results in motivation loss.

Intrinsic motivation involves doing something because it is both 
interesting and deeply satisfying. 

Intrinsic motivation leads to increased persistence, greater 
psychological well-being, and enhanced performance.



How Can We Increase Intrinsic 
Motivation?

• Autonomy – belief that we have choices and control over our 
lives.

• Purpose – working towards a meaningful goal and feeling that 
our efforts matter.

• Competence – desire to develop and master skills which 
increases our self-esteem.



Are We Helping or Hindering?



Explore dieting and 
weight cycling 
research to avoid 
programming 
perpetuating failed 
interventions. 



Name the Diets…

• Old school

• Groups

• Apps

• Books

• Challenges

• Workplace



What is Dieting?

Dieting is the deliberate rules and restriction of the types or 
amounts of food one eats, usually in an effort to lose weight or 
to improve one’s health.

• “Wellness” plan

• “Lifestyle”

• Weight management plan

• Clean eating

• Cleanse

• Fasting



Most people think they 
failed the diet 
when their biology 
was trying to 
save them.





Let’s look closer
at diets. 









Weight Loss Drugs

• Efficacy

• Side effects

• Long-term results/effects

• Affordability

• Access

• Bias



What Is Weight Cycling?

Losing and regaining weight 

over and over.





What Are Eating Disorders?

Eating disorders are serious and treatable mental and physical illnesses.

They are biological, social, and psychological in nature.

• Anorexia Nervosa 

• Bulimia Nervosa 

• Binge Eating Disorder 

• ARFID 

• OSFED – Other Specified Feeding or Eating Disorder
• Orthorexia

• Atypical Anorexia

• Disordered eating



Binge Eating Disorder - BED

• Recurrent episodes of eating large quantities of food (often very 
quickly and to the point of discomfort).

• Feel of a loss of control during the binge.

• Experience shame, distress, or guilt afterwards.

Three out of 10 people

pursuing weight loss

show signs of BED.

Binges are generally

created by mental and/or

physical restriction.



Disordered Eating

Obsessive thoughts and behaviors related to:

• Food

• Eating

• Calories

• Tracking

75% of American women 25-45 have some form of 
disordered eating.

• Weight

• Dieting

• Exercise

• Body image



Disordered Eating Behaviors

• Weighing self frequently

• Preoccupation with good/bad foods

• Limiting variety of foods – eliminating food groups or ingredients 

• Withdrawal from social eating activities

• Need to earn or burn calories with exercise

• Fixation with “ideal body” or specific weight

• Frequent body checking

Key Words: Rigidity and Anxiety



Dieting is one of the strongest predictors 

for the development of an eating disorder.



Dieting Creates Harm

• Promotes weight cycling and consequential health impacts. 

• Encourages ineffective methods that are time-consuming and costly.

• Introduces the risk of developing or progressing eating disorders.

• Damages self-esteem, self-efficacy, and body image.

• Contributes to food obsession and binges.

• Creates a focus on a metric that we may not directly control.

• Conflates weight and health and teaches others to do the same.



Are we helping or 
hindering?



Wellness Programs Should Avoid:
 
• Programs positioned as weight loss solutions

• Weight loss competitions/quick-fix mentality

• Weight loss language

• Language or visuals that exalt thinness

• Body size penalties



Support Sustainable Behavior Change

1. Spark intrinsic motivation to inspire and maintain change.

2. Reinforce behaviors over outcomes – focus on what they can 
control. 

3. Teach practical and scalable skills emphasizing flexibility and 
personalization.

4. Promote mindset shifts to prioritize sustainable behavior change.

5. Build self-esteem and self-efficacy by creating opportunities for 
success. 



Common Health Sustaining Behaviors

• Nutrition

• Physical activity

• Stress management

• Proper sleep

• Hydration

• Medication adherence

• Decreased alcohol

• Decreased smoking



1. Spark intrinsic motivation to inspire and maintain change.
• Help participants find their WHY (purpose).
• Demonstrate options and let them choose (autonomy). 

2. Reinforce behaviors over outcomes – focus on what they can control. 
• Instruct on why and how to create behavioral goals (competence).

3. Teach practical and scalable skills emphasizing flexibility and personalization.
• Teach nutrition fundamentals as well as planning, shopping, prepping, and 

cooking skills while addressing budgets, time constraints, job environments,    
and preferences.

4. Promote mindset shifts to prioritize sustainable behavior change.
• Present solutions for quick-fix, all-or-nothing, learned helplessness, and rigid 

mindsets.

5. Build self-esteem and self-efficacy by creating opportunities for success. 
• Encourage small, sustainable changes that are more easily accomplished.

Promote
Weight-Inclusive Nutrition



Understand BMI and 
its harmful effects.



Utilizing BMI

• Inaccurate determinant of health

• Reinforces the fallacy that weight equals health



Why We Should Not Use BMI

• Inaccurate determinant of health

• Reinforces the fallacy that weight equals health

• Inequitable to diverse populations

• Catalyst of weight stigma and weight-based discrimination 

especially when they emphasize personal responsibility for 
health outcomes



Weight Bias and Weight Stigma

Weight bias refers to the negative ideologies associated with larger 
body sizes.

Weight bias acted out creates weight stigma. 

Weight stigma refers to the discriminatory acts and ideologies
targeted towards individuals because of their weight and size. 

Stigmatizing beliefs and ideologies can lead to stigmatizing acts.

Weight stigma has increased ~66% since the rise of          
national obesity prevention campaigns.



Individual vs. Organizational Focus

“…Worker Health Protection Program (WHPP) emphasizing individual 

responsibility also lead to employees with overweight and obesity being 

targeted by stigma and discrimination. Both are associated with several 

unwarranted outcomes:

• Decreased mental and physical health

• Increased healthcare costs

• Underperformance

Thus, if not implemented carefully, WHPP might have negative rather 

than the expected positive effects.”

PMID: 30510529



Are we helping or 
hindering?



How to support diversity 
and inclusion in well-being.



Diversity in Well-Being

• Programming should apply to:

• Socioeconomic differences

• Body sizes

• Language

• Disability

• Cultures

• Race and ethnicity

• Job-related demands

• Eating environment



Are we helping or 
hindering?



Create Inclusivity

• Establish diverse and inclusive wellness committee.

• Utilize weight-inclusive language.

• Redefine success stories.

• Avoid before and after images.

• Consider starting points differ – options to start small.

• Create communication that reaches all types of employees.

• Hire HAES-aligned practitioners and suppliers.

Not for me, without me.



Review



Key s t o  Pr om ot i n g
Heal t h  Su st ain in g  Beh av io r s

SA YERS
HeatherHeatherHeather
LEHMAN

Heather

Intrinsic Motivation

How is a WHY created and supported?
What activities promote intrinsic
motivation by each autonomy,
purpose, and competence?
What dissuades the focus on     
extrinsic motivation?

1 .
2.

3.

What skills are taught?
How are the skills adapted to budgets,
job requirements, time constraints,  
and family responsibilities?
Are various levels of mastery  
supported with options?

1 .
2.

3.

Skill-Building

Why are self-esteem and self-efficacy
important in this process?
In what ways are they protected from
harm?
What methods specifically bolster and
grow each?

1 .

2.

3.

Self-Esteem  and Self-Efficacy

Is the explanation of the importance
of behavior vs. outcome focus shared?
Are participants empowered to create
a starting point that works for them?
How is success determined or
measured?

1 .

2.

3.

Behavior Focus

How are different stages of the
transtheoretical model supported?
What common mindset obstacles are
defined and presented with solutions?
In what way are mindset shifts
reinforced throughout?

1 .

2.

3.

Mindset Shifts

Supporting health sustaining behaviors entails:

Spark intrinsic motivation to inspire and maintain change.
Reinforce behaviors over outcomes – focus on what they can control. 
Teach practical and scalable skills emphasizing flexibility and personalization.
Promote mindset shifts to prioritize sustainable behavior change.
Build self-esteem and self-efficacy by creating opportunities for success. 

1 .
2.
3.
4.
5.

HSL@HEATHER
SAYERSLEHMAN.COM

Questions To Ask To Support Sustainable Behavior Change

To learn more about Overcoming U’s
solutions to creating sustainable

behavior change, click HERE to
download our course catalog.

?

W hether you create your ow n content or vet program s, here are som e

helpful questions to ask to m ake sure the focus is behavior change.

©Busy as a Mother LLC All Rights Reserved



Thank You!
Heather Sayers Lehman, MS – CEO, Overcoming U – Cultivating Employee Well-Being

Questions?
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