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SMOKEFREE PILOT - IMPLEMENTATION PLAN
How to use this template: Replace all bracketed text and example prompts.
Delete any italicised guidance notes before finalising.

	Organisation
	[Insert business name]

	Sites/Locations
	[Insert]

	Policy Reference
	[Title, version, date]

	Plan Owner
	[Name, role, email]

	Date Created
	Insert Date

	Version
	V1.0

	Review Date
	[Quarterly / Biannually]


1) Executive Summary 
Purpose: [What this plan will deliver and why]
Sites/ locations: [Sites/teams included any exclusions]
Timeline: [three‑year outlook]
Top 3 Outcomes: [Outcome 1], [Outcome 2], [Outcome 3]
Named Leads: [Project Lead], [Data/Monitoring Lead?]
2) Vision & Outcomes (Three‑Year Horizon)
Vision (by Year 3): 
Example: “A workplace where being smokefree is normal, supported and consistently implemented across all sites, with measurable improvements in staff health and productivity.” Or “Our vision is to reduce smoking across our workforce year on year by providing compassionate support that helps colleagues cut down or quit—creating a healthier, more productive, and inclusive workplace while respecting personal choice.
SMART Outcomes 
Reduce the % of smoking staff from X% (baseline) to Y% by [Month/Year].
Achieve ≥xx% staff awareness of smokefree policy and support options by [Month/Year].
>xx% compliance with smokefree signage/zones at all times by [Month/Year].
Key Benefits: Staff wellbeing, reduced sickness absence, improved productivity, customer experience, compliance.
3) Context & Scope
Policy Link: [URL/path or attachment as appendix]
Legal/Compliance: [How the policy aligns with smokefree legislation and any sector rules]
Sites in Scope: [List sites/locations/teams/shifts]
Exemptions/Adjustments: [Any legal exemptions; adjustments for night shifts/remote workers/contractors]
4) Stakeholders & Governance
	Role
	Name
	Responsibilities

	Project Lead (Implementation)
	[Name]
	Day‑to‑day delivery

	Monitoring & Data Lead
	[Name]
	Manages KPIs/data

	HR Lead
	[Name]
	Policy, training, wellbeing integration

	H&S Lead
	[Name]
	Signage, site compliance

	Line Manager Champions
	[Name]
	Named per area

	Stop Smoking Support Liaison
	[Name]
	Smokefree Somerset


5) Implementation Plan
Phases & Milestones
Phase 1 – Pilot & Baseline (Months 0–6): Baseline assessment, quick wins, signage, staff comms, training, support referral pathways, early KPIs.
Phase 2 – Scale & Embed (Months 6–18): Extend to all sites/teams, refine processes, strengthen management capability, monitor compliance.
Phase 3 – Sustain & Optimise (Months 18–36): Embed in BAU (business‑as‑usual), policy refresh, continuous improvement, long‑term monitoring.
Activities & Timeline (Workplan)
	Area of work
	Main tasks
	Start date
	End date
	Who is responsible
	What needs to be in place first
	Success Measures

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	



6) Resources & Budget 
People (capacity/time) and materials/ services, annually, one- payments or in kind
Budget Summary
	Cost Item
	Description
	One‑Off
	Ongoing (p.a.)
	Who is responsible
	Notes

	Project Lead:
	0.2 FTE for 
6 months
	
	£xxxxxx
	
	

	Comms/Design: 

	hours or budget
	£xxxxxx
	
	
	

	Training
	hours, number of staff
	
	£xxxxxx
	
	

	Comms/Design

	hours or budget
	£xxxxxxx
	
	
	



In‑Kind/Partner Support: SmokeFree Somerset service, Somerset Chamber guidance, existing wellbeing budget, etc.
7) Risk & Issues Management
	Risk/Issue
	Likelihood
	Impact
	Mitigation/
Response
	Owner
	Status/
Review Date

	Staff resistance
	
	
	Strong comms; manager training; support pathways
	
	

	Signage vandalism
	
	
	Durable signage; quick replacement
	
	

	Data quality gaps
	
	
	Clear definitions; automated reports
	
	

	Shift‑based workforce
	
	
	Tailored comms; out‑of‑hours access to support
	
	

	Contractor alignment
	
	
	Contract clauses; induction
	
	


8) Communications & Engagement Plan
Objectives: Awareness, support, confidence in managers, culture change
	Audience
	Key Message(s)
	Channel(s)
	Frequency/Timing
	Owner

	All staff
	Policies exist; why they matter; support available
	Email, posters, intranet, toolbox talks
	Launch + monthly
	

	Line managers
	How to manage conversations; signposting
	Briefings, toolkit
	Pre‑launch + quarterly
	

	Visitors/Contractors
	Site rules
	Reception signage, inductions
	On arrival
	



Materials: Poster pack, slides, FAQs, intranet page, manager notes
9) Training Plan

	Role/Group
	Training/
Content
	Provider
	Mode
	Due Date
	Completed (Y/N)

	Line Managers
	Brief Advice + policy
application
	[Internal/External]
	[In‑person/Online]
	
	

	HR/Management
	Support pathways; data & confidentiality
	
	
	
	

	Reception/Security
	signposting
	
	
	
	


10) KPIs & Targets
	Indicator
	Baseline
	Target (Pilot)
	Target (Year 3)
	Data Source
	Frequency
	Owner

	Staff smoking prevalence (%)
	
	
	
	Anonymous survey/OH
	Quarterly
	

	Staff aware of support (%)
	
	
	
	Newsletter/ staff meeting
	Quarterly
	

	Sites with full signage coverage (%)
	
	
	
	Audit checklist
	Quarterly
	

	Referrals to stop smoking services (#)
	
	
	
	Referral log
	Monthly
	


Evaluation Approach
Process evaluation: What was delivered, reach, barriers/enablers.
Outcome evaluation: Movement on KPIs vs baseline; staff feedback
Learning loop: Action log; changes incorporated into next cycle.
11) Equality, Diversity & Inclusion (EDI) & Health Inequalities
EIA Summary: [Who may be disproportionately affected and how we will adapt]
Adjustments: [Tailored messaging, multi‑language materials, support during shifts]
Accessibility: [Easy‑read materials, clear signage, varied channels]
12) Data Protection & Confidentiality
Data types: [Anonymous survey data; minimal identifiable data if any]
Legality: [Employment/legitimate interests; confirm with HR]
Storage & Retention: [Where, who can access, how long; deletion schedule]
Staff Communication: [Explain what is collected, why, and how it is used]
13) Procurement & Contracts (if applicable)
Suppliers/Services: [Training, signage, survey tools]
Standards: [H&S, data protection, ESG]
Contractor Alignment: [Contract clauses; inductions/briefings]
14) Sustainability & Handover (BAU)
Standardise: [Policy in induction, refresher training, site audits]
Annual Policy Review: [Owner, date]
15) Sign‑off
	Role
	Name  
	Signature
	Date

	Project Lead
	
	
	

	HR Lead
	
	
	

	Management/ Board
	
	
	



Appendix A: Policy Link
[Attach or link to current policy, and any other relevant docs i.e., Manager toolkit, referral pathway, FAQs]
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