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Background

Nottingham City Council is a unitary authority in the East Midlands. The city itself has a number of deprived areas, with higher levels of smoking, which lead to poorer health. These are seen as factors than can affect attendance within the work place generally, including the council where over half the staff members reside within the city. In addition, poor health of the workforce is recognised to affect productivity and performance, and employee morale and job satisfaction; and, indirectly, customer service.  
The council has worked to develop a holistic health and well-being strategy. There is a five year action plan which has been developed in partnership with the primary care trust (PCT). The key elements to this action plan are revamping and updating initiatives already in existence to make them more focused on workforce well-being; in addition to implementing new initiatives. Nottingham City Council has also been refreshing policies to include health and early intervention elements, rather than simply being punitive: of particular note is the change from an absence management policy to an attendance one. 
Nottingham City Council aims to be an employer of choice partially through the implementation of a well-being strategy, and to become an exemplar of good practice to both other authorities and employers. It is hoped the strategy will lead to employees contributing more to the organisation and that this will improve service delivery, and reduce sickness absence. 

Description of initiatives

A range of initiatives operate within the overall strategy; the initiatives have been informed by a staff survey that was completed in 2008 to examine health and well-being.  
Initiatives have included:
· monthly health awareness events as part of a road show scheme - the road show element helped to ensure that all members of staff could be involved, even those who may work remotely
· healthchecks

· a 24/7 employee assistance programme (EAP), open to staff and family members - the ‘open all hours’ nature of the EAP, has ensured that the service is accessible
· a ‘Skills for Health’ programme - targeted at street scene operatives specifically to help boost literacy and numeracy rates 
· fitness classes run by employees of council leisure centres

· subsidised gym membership

· a series of workshops to promote healthy lifestyles, including ‘quit smoking’ and ‘know your limits’ (focusing on both food and drink)

· a series of ‘coping with stress’ workshops, targeted at teams where there may be future workforce reductions and redundancies.
Resources
Funding for developing the overall strategy came from Communities for Health, which was a Department of Health project; £20,000 was awarded. For the majority of the initiatives, however, the authority has had to work creatively within existing budgets and be creative with the events that are put on as part of the strategy. Most events are managed and funded by the Employee Wellbeing team in human resources. 
However, there are some exceptions. Funding of the target work for street scene operatives was secured from Skills for Health. Limited funding has also been obtained from the One Nottingham Partnership. Additionally, on occasion the team enlists additional resource through voluntary help from the local leisure centres to deliver initiatives. 
The introduction of the strategy was a driver for altering the way the Human Resources Shared Service functions were delivered in terms of staffing, to focus more greatly on well-being:

· the occupational health manager has become an employee well-being manager
· to deliver the EAP there was a redistribution of resources from the counselling team.
The Human Resources Shared Services have also recently recruited a well-being coordinator. With new, dedicated members of staff in place, Nottingham City Council will be able to apply directly for external funding specific to employee well-being within the work place.

Challenges

Staff engagement with the programme has been a key challenge faced. This was in terms of both of staff participation and managers to allowing staff to participate in activities.  
Nottingham has also been working to overcome this challenge of engagement by promoting both the scheme itself and the health benefits to staff. A key lesson learnt is that well-being managers should be active about visiting council departments and raising the profile of the well-being function. To target staff, health articles are included in the monthly magazine and monthly events are always refreshed to avoid repetition in the programme itself. 
It was not only direct contact with staff members that help to raise support for the service; Nottingham found that if a programme had been successful within one department, positive feedback provided by that manager to other line managers would raise their support for the scheme. 
Factors for success

A key factor for success has been that the vision behind the strategy, providing employees with the opportunity to lead a healthy life, has been endorsed by senior managers. All managers have been kept aware of the activities of the health and well-being function through regular updates. 

Trades union involvement and support has been essential for canvassing the perspective of union members. The unions have also been heavily involved with the development of the strategy and initiatives, as well as monitoring the success of initiatives. Union health and safety officers have also been involved in disseminating information about events to staff.

Dedicated staff resourcing within a well-being function has proved a true success factor; it is felt that, if staff had needed to conduct the work alongside another job, the programme could not have been as effectively run.  Additional joined up working between the well-being manager and the city lead of health and well-being, who is responsible for the health of the city population, has led to the sharing of ideas to ensure the best programme possible is available to staff.   

Outcomes
There has been no formal evaluation of the scheme as of yet; a formal evaluation is planned for 2011. 
Currently there are two key areas in which the strategy has proved successful: first, by increasing numbers of staff participating in initiatives (including more staff now using the EAP service than previously used the counselling service); and, secondly, by gaining a good reputation amongst staff and beginning to embed a culture of well being. 
Future plans  
The well-being strategy is set to continue, so that the benefits can be seen. Particular changes that are planned for the future include:

· embedding the skills of the new co-ordinator for health and well-being
· the introduction of volunteer ‘health motivators’ within departments to promote good health among staff and the available initiatives 
· refreshing the attendance policy
· greater involvement of trades union health and safety officers in promoting the scheme.
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