
CASE STUDY:
Bexar County

CHALLENGE:
Getting a Dispersed Workforce Motivated and Engaged About Wellness 

In 2007, Bexar County, a government agency serving 1.5 million residents in south-central Texas, 
including the San Antonio metropolitan area, determined that it needed a physical activity-based 
wellness program that could be built into its existing medical plan as a benefit. 

Bexar County had conducted health screenings across its 4,500 employees, and closely 
evaluated annual medical claims. The County discovered an unusually high prevalence of 
lifestyle-related diseases across all departments, such as high blood pressure, high cholesterol 
levels and type 2 diabetes. Bexar County believed that for most employees, these diseases could 
be addressed with positive behavioral modifications including increased physical activity, 
particularly since the Centers for Disease Control and Prevention (CDC) has recommended that 
adults should engage in moderate–level physical activities for at least 30 minutes on most days 
of the week as preventative measures.  
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Yet another priority was how to best integrate a new wellness program into the County’s existing 
wellness efforts. Nutrition and health seminars, weight loss challenges, and in-gym and on-site 
exercise classes were already well underway, and the County was planning to launch a 
“QuitLine” tobacco cessation program in conjunction with the American Cancer Society.  

“ We have a group with a high 
prevalence of high blood 
pressure, diabetes, and high 
cholesterol levels—and we 
wanted to find a way to bring 
those levels down. All of this 
can be done by using Virgin 
HealthMiles’ approach.”

of the week as preventative measures.  

These findings, plus escalating healthcare costs, and County employees’ heightened interest in 
work-health balance, triggered Bexar County’s pursuit for an effective, motivational, and 
integrated online wellness program that would help Bexar County achieve a healthier workforce. 

Designing and launching a successful wellness program did 
not come without challenges, however. Typical of many 
counties and government agencies, Bexar County 
possessed a de-centralized employee base—with key 
departments such as public works, the fire department and 
the sheriff’s department all located off-site. Communicating 
a new wellness initiative presented challenges, as not 
everyone had access to a computer.  Furthermore, Bexar 
County also supported retirees who, likewise, wanted to 
take full advantage of their benefits and engage in the 
County’s wellness program. 
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SOLUTION:
Creating a Culture of Health with 
Virgin HealthMiles’ Pay-for-Prevention™ Approach

In November 2007, Bexar County partnered with Virgin HealthMiles, a leading provider of 
employee health programs that pay people to get active. Offered through Bexar County’s 
healthcare provider, as well as through the County’s local health club, Virgin HealthMiles 

With these requirements in mind, Bexar County determined they needed a wellness provider that 
would not only enhance its existing programs, but also engage new participants and motivate them 
to be more active in order to better manage preventable and costly lifestyle-driven conditions 
associated with inactivity and poor health. An all-encompassing wellness program that would 
appeal to and energize different groups, with varying levels of comfort around technology and 
fitness was needed to be successful.  
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healthcare provider, as well as through the County’s local health club, Virgin HealthMiles 
provided a unique yet practical way to not only get active, but also keep employees excited and 
motivated. The program’s concept was easy to understand: by staying active, employees can 
earn money. This ‘pay for prevention’ approach allowed Bexar County to create a culture of 
health that rewarded individuals who took responsibility for their health and engaged in 
preventative health measures. This was a significant factor in Bexar County’s choice of Virgin 
HealthMiles, as the program added the extra incentive and motivation employees needed to 
improve their physical activity.  

“ It’s all measureable and 
very simple…We liked 
Virgin HealthMiles because 
it’s not just focused on 
walking, it’s also focused 
on how you can track 
activity…,enter biometric 
measurement and monitor 
your rewards.”   

Bexar County employees began the Virgin HealthMiles 
program by completing a Health Snapshot™ to set a baseline 
for their current activity levels.  They then used their GoZone®

pedometers to track their daily activity, whether it was walking, 
running, biking, dancing, taking a class at the gym, or any 
other activity they liked to do, and uploaded the data captured 
by their pedometer to their own personal online tracking 
center. Employees also measured and tracked their key health 
measures on a regular basis, and participated in challenges 
and additional activities to further deepen engagement. Bexar 
County employees could earn up to $500 annually in rewards 
for staying active, and the County’s local health club also 
provided discounted gym memberships to County employees 
who signed up for the program to help make staying active 
more consistent and convenient. 
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Yet even with these clear benefits, Bexar County’s initial adoption 
was slow in the beginning. 

“Not everyone has access to email—and that communication barrier 
is huge,” added Stewart. “When you implement a new program, you 
need to effectively explain what that program is and how it works–
and that can be challenging when your employees are so spread 
out.” 

“It’s all measureable and very simple,” said Michelle Stewart, Bexar County’s Employee Clinic and 
Wellness Coordinator. “Employees often tell me that the hardest thing about Virgin HealthMiles is 
just remembering to put on the pedometer in the morning. We liked Virgin HealthMiles because it’s 
not just focused on walking, it’s also focused on how you can track activity, take a Health 
Snapshot, enter biometric measurement and monitor your rewards.”  

“ Not everyone has 
access to email – and 
that communication 
barrier is huge. When 
you implement a new 
program, you need to 
effectively explain what 
that program is and 
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To jump-start the program and kindle greater interest around Virgin 
HealthMiles, Bexar County assigned a full-time wellness coordinator 
to manage all of the County’s wellness initiatives. Her goal was to 
conduct an aggressive communications outreach campaign to 
accelerate adoption, particularly within off-site departments.  

that program is and 
how it works– and that 
can be challenging 
when your employees 
are so spread out.”

For example, by incorporating Virgin HealthMiles information into one health-fair at Bexar County’s  
main campus and inviting the County’s local health club to register employees and distribute 
pedometers on-site, Bexar County was able to recruit and activate 114 new members. Subsequent 
“mini” health-fairs held at off-site departments attracted 34-80 new members at each location. At 
each health fair, Bexar County focused on bringing cholesterol checks, blood pressure checks and 
other preventative health screenings directly to employees. With their screening results in hand, 
employees could then immediately begin addressing their areas for health improvement by signing 
up for Virgin HealthMiles at the same location. 

Additional integrated wellness challenges also spurred excitement, new employee activations, and 
friendly interdepartmental competition. Incorporating the program into diet and nutrition 
educational efforts, Bexar County employees participated in Virgin HealthMiles’ six-week step 
challenge to promote wellness and increased physical activity. The winner lost 17 pounds at the 
end of the six-week period using the Virgin HealthMiles program. His achievement motivated the 
entire County clerks department that he represented to wear their pedometers and stay active. 
Shortly thereafter, Bexar County implemented a standalone Virgin HealthMiles GoZone challenge 
and 300 new program participants enrolled. 
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RESULTS:
Bexar County Achieves High Employee Engagement, 
Positive Behavior Shifts, and Improved Quality of Life 

Through effective communications and by incorporating Virgin HealthMiles into existing wellness 
initiatives, Bexar County has seen significant results with Virgin HealthMiles. 

In the last year, 20% of Bexar County’s Virgin HealthMiles members who were either previously 
inactive or getting below the CDC’s recommended level of activity have moved into the active 
category.  Bexar County was able to double its employee participation rates just within the past eight 

To further reach Bexar County’s offsite departments as well as its retiree base, Bexar County 
delivered a monthly wellness newsletter and proactively sent monthly emails to non-activated or 
paying employees. Most recently, Bexar County launched a Wellness web site and has incorporated 
video clips and member demonstrations of how Virgin HealthMiles can help employees increase their 
physical activity levels while earning rewards.  
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category.  Bexar County was able to double its employee participation rates just within the past eight 
months. The county now boasts a 34% participation rate, more than double the industry average.

Additionally, Bexar County initiated an employee referral 
program.  Employees who successfully encourage their 
colleagues to sign up and actively participate in the 
program receive added rewards on top of what they are 
already earning.  All this is helping Bexar County 
continually increase its employee participation rate.   

Participation in off-site departments has been particularly 
noteworthy and encouraging, and has produced a number 
of “power users” of the Virgin HealthMiles program, 
underscoring how easy the program is to use across all 
demographics. Office camaraderie has also increased as 
employees meet new people through challenges. 

“I really like the social aspect of Virgin HealthMiles. We frequently form walking groups near our 
office and to a nearby university. It’s a good twenty minute walk at a fast pace. This used to seem 
so far, but now after walking so much with Virgin HealthMiles, it is so close,” said Daisy Garza, an 
administrative assistant (OA 4) at Bexar County. “We get excited about new virtual challenges and 
now even know colleagues by different challenge teams such as Happy Feet, Crazy Legs, or the 
Fast and the Furious. I’ve met plenty of new friends from other departments through Virgin 
HealthMiles.” 

RESULTS

• 34% of employees participate

• 20% of previously inactive 
members are now active

• Positive behavior shifts

• Successful integration with other 
wellness initiatives

• Engagement of dispersed 
population



“In our eyes, it’s been a huge success. Once you get a few core groups going, all it takes is word of 
mouth. Our main tax office employees are so dedicated to this program, that they have collectively 
set goals for themselves to hit 30,000 steps per day. Our internal goal now is to get 80-90% of 
employees participating. I will be ecstatic when that happens,” said Stewart. 

Participants forming teams and helping root for each other to achieve their goals has even extended 
beyond the County offices. Some departments have participated in competitions such as marathons 
and walks with San Antonio City employees. Pre-hires often comment on how unique and beneficial 
the program is when compared to other government agencies that they have worked at or have 
applied to. In fact, the Virgin HealthMiles program has become so popular that employees have 
asked for the program to be extended to “Friends and Family,” which Bexar County now offers.

“ I can now do things I 
never thought I could do 

“I can now do things I never thought I could do without Virgin 
HealthMiles. My energy level is up. I feel good about myself, and 
I want to keep going,” said Garza. “My daughter saw the results I 
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never thought I could do 
without Virgin 
HealthMiles. My energy 
level is up. I feel good 
about myself, and I want 
to keep going…I’m most 
pleased with my BMI 
level—it’s down two 
points, my blood 
pressure is now more 
stable, and it’s great 
stress relief.”  

I want to keep going,” said Garza. “My daughter saw the results I 
was getting and the gift cards I had saved for Christmas from 
staying active, and joined as well. I’m most pleased with my BMI 
level—it’s down two points, my blood pressure is now more 
stable, and it’s great stress relief.” 

Bexar County continually finds creative ways to tie the Virgin 
HealthMiles program to its other wellness initiatives, including 
wellness classes and health clinics, and will be providing an 
onsite HealthZone® measurement station from Virgin HealthMiles 
within the year to provide another convenient way for members 
to take their key health measurements and earn rewards for 
doing so.

“We have a group with a high prevalence of high blood pressure, diabetes, and high cholesterol 
levels—and we wanted to find a way to bring those levels down. All of this can be done by using 
Virgin HealthMiles’ approach,” added Stewart. 

Bexar County will also be linking Virgin HealthMiles to its planned tobacco cessation program. 
Since Virgin HealthMiles members have the opportunity to pledge to quit smoking as a program 
participant, Bexar County views the integration as a natural fit to offer incentives for those who 
participate. 
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Collaboration and integration have been key drivers to Bexar County’s success. By partnering with 
its wellness vendor, insurer and a local health club chain, Bexar County was able to establish a 
multi-sponsor model.  Virgin HealthMiles provides the program platform and base rewards.  The 
County’s healthcare provider subsidizes part of the program cost for employees. The County’s 
health club offers employees a discounted membership rate, facilitates challenges to keep 
employees engaged in the program and provides additional incentives, such as prizes and personal 
training sessions.  

“This approach has been phenomenal in targeting non-activated members, said Stewart.   “For 
instance, we worked with our local health club to conduct mini launches, which has helped us 
double enrollment in the last eight months. We even talk about our wellness program and incentives 
within the scope of recruiting and orientation. Most employees are surprised and say, ‘Wow, I can 
get paid to get active?’ and want to join in.”

“ We think Virgin HealthMiles in Bexar County’s longer term plan involves tying Virgin 
HealthMiles employee results into medical plans. 
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“ We think Virgin HealthMiles in 
conjunction with our other 
programs has a tremendous impact. 
We are thrilled that we’ve already 
seen the positive change it has 
made on our employees’ lifestyles 
and their families, and are excited 
about getting more participants on 
board. It’s an amazing program.”  

HealthMiles employee results into medical plans. 
Working toward this goal, Bexar County will start 
hosting health screenings over the course of the next 
year to capture and track high blood pressure, 
glucose, and cholesterol readings and determine if 
they have dropped due to the program participation. 
Stewart suspects that the Virgin HealthMiles program, 
combined with the additional wellness initiatives Bexar 
County is running, will yield favorable results: a 
healthier workforce. 

“We think Virgin HealthMiles in conjunction with our other programs has a tremendous impact. As a 
county office, we believe we serve as role models to our community, to keep active and take care of 
our health. Our employees love the benefits that Virgin HealthMiles bring because it is such a no-
brainer—the rewards keep coming, and it is fun,” concluded Stewart. “We are thrilled that we’ve 
already seen the positive change it has made on our employees’ lifestyles and their families, and are 
excited about getting more participants on board. It’s an amazing program.” 


