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Background

Cumbria County Council is in the north west of England and covers a wide geographical area. The council initiated a health and well-being campaign in May 2008 called ‘Well-being for Life’. It aims to provide a holistic programme covering all aspects of health and well-being, including primary, secondary and tertiary interventions. 
Sickness absence monitoring showed that the two highest absence reasons were consistently from stress related and musculo skeletal disorders. The well-being programme was introduced to re-promote existing employee well-being support initiatives already in place in the council. These initiatives were often under-subscribed and the programme would be an opportunity to provide a more holistic programme of initiatives that covered all elements of health and well-being. Additionally, as one of the authority’s strategic priorities within the corporate plan was for a ‘healthier workforce’; introducing the programme would fit this and make a commitment to supporting staff health. Finally, the programme also has links to the wider health strategy for Cumbria as a whole. 
The programme is available for all local authority employees across Cumbria. The only exception to this is teachers, who have a separate well-being programme run by the education department, although they may be included at a later stage. 
The programme has an action plan running under five themes:

· your time;
· your health;
· your money;
· your safety; and
· your mind.  
Description of initiatives

Initiatives under the scheme relate to the five action plan themes and are varied. The delivery of some initiatives is in partnership, involving both district authorities in the Cumbria area, and other public sector organisations such as the local primary care trust (PCT), the fire and rescue service and police. 
Of particular note is the latest campaign under the ‘your mind’ strand.  The ‘See it, Do it’ campaign aims to promote the arts and art events in the Cumbria area, and Cumbria County Council have linked with it as a way to combat stress through arts-based activities; an arts engagement officer is involved in promoting this work.
Other work includes:

· reviewing the stress management standards, and developing an action plan, which has been supported by conducting focus group work after feedback from staff about stress 
· well-being days, offering mini healthchecks and general health and well-being advice

· fitness tests 

· alternative therapy sessions, such as head and shoulder massage

· Wii Fit challenge

· home and personal safety information, and home fire safety information promotions

· a pedometer challenge and guided health walks
· a cycle to work scheme

· employee assistance programme, also open to families of staff

· advice on credit unions, fuel poverty, and debt management

· smoking cessation support.
Resources
The employee well-being campaign started with an allocation of £30,000 over a three year period from 2008/09 from the health and safety budget. The campaign group is planning to reapply for a continuation of the funding in 2010/11. 

No additional funding has yet been sought from other sources, although in September 2010 the council will try to secure additional funding from the Health and Well-being Challenge Fund, which is run by the Department for Work and Pensions.

A ‘Well-being Champions Group’ runs the programme, and is made up of officers from human resources, the communications team, and corporate health and safety, as well as the arts participation officer and the sports economy champion. The members of the well-being champions group are all employed in other roles within Cumbria County Council, so there is no dedicated or specifically funded well-being team.  
Although there is no dedicated resource and a limited budget, which equates to around £1 per member of staff, the campaign team has been creative and drawn from a range of sources.  For example, they brought in the fire and rescue service to run fitness checks and promote home fire safety information; worked with Cumbria NHS Trust for smoking cessation and healthy eating initiatives; and good relations with their occupational health service resulted in them providing mini healthchecks.

The involvement of the arts engagement officer has also been particularly useful, as it has allowed links with artists, cartoonists and a carnival group to do creative activities such as jewellery-making with staff.

Challenges

As Cumbria is a county authority, offices are dispersed over a large geographical area; many staff work in outlying premises, so do not have access to a central base. Ensuring that all staff and managers are both aware and involved has been one of most pressing challenges that the council has faced in delivering its well-being programme.

To deal with this, each year the county council focuses on targeting a new group of workers who are not centrally based.  First it was staff in care homes; and last year it was those based in outlying premises (such as catering staff and school crossing patrol staff). They are looking to continue this with other departments in the future.  

In addition, because such staff do not have access to e-mail or intranet, the council ensures that posters and flyers are given to them.  They use existing area co-ordinators, who supervise services like cleaning, catering and crossing patrols across the county, to pass these on to staff.  Alongside this, roadshows have been held in the four main areas of Cumbria (Barrow, Kendal, Carlisle and Workington). 

Maintaining staff involvement in the well-being champions group is an ongoing challenge, as staff turnover means that members leave the group and are not always replaced. This has resulted in smaller number of staff being left to run a programme that covers 10,000 employees. The well-being champions group has now negotiated with managers to enable members of the working group to be more involved with the programme.
Factors for success

‘Well-being for Life’ is a branded campaign: it features jelly bean characters called ‘the Wellbeings’. The branding has been so distinctive and effective that a district council has adopted the branding and is running its own health and well-being strategy under the banner. 
Staff involved in the programme have found innovative ways of engaging employees. Staff have the opportunity to feedback about their views on the council as an employer, through the ‘Wheel of Well-being’; staff are able to fill in a card reporting what is good and bad about their employer, and leave it on the wheel of well-being. Other effective engagement has included competitions that provide prizes that are well-being related. 
A key reason for the success of the campaign has been the support for initiatives that has come from lead officers, and also the portfolio holder, who has been an active champion by engaging not only in the strategy, but also with the well-being days.  
Outcomes
A formal evaluation has not been conducted yet. However, Cumbria will begin a formal evaluation of the programme in 2010, when a well-being coordinator, tasked with looking at occupational health and fitness statistics, is in place.
Meanwhile, feedback on the uptake of initiatives is provided to lead officers every six months, which includes statistics on the number of people taking part in initiatives.  One of the most successful was the ‘Summer Loving your Well-being’ challenge, with 550 staff members undertaking the four week initiative, which was also outside of work time.  

Comments from staff who have attended different sessions have been positive.  And one in five people who received a mini healthcheck has been referred to their GP for further checks.
Future plans
Cumbria County Council is aiming to continue their health and well-being programme beyond 2010/11 (when funding for the programme is reviewed).  
Key changes planned include: reviewing the occupational health service; reviewing stress management training; and increasing the amount of partnership working conducted with district authorities.
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