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Executive Summary

The Stress Management Network Support Programme aims to engage and support local small and medium sized workplaces (SMEs) with stress management (with a particular focus on the stress risk assessment process and training).
 

The objectives of the programme are to recruit around six local workplaces to increase the support currently available for employers and to provide:

· A group network of support for workplace representatives to carry out the stress risk assessment process

· Central training for line managers

· Stress awareness training for employees in individual workplaces.

This document reports on the outcomes of the evaluation conducted during delivery of the Stress Management Network Support Programme.  The evaluation aimed to establish the impact of the programme on awareness, understanding, risk assessment activity and likelihood of uptake of other health improvement activities in participating workplaces.  

All workplaces worked systematically through the process, although one is still to submit their action plan.  Feedback from workplaces, managers, staff and advisers was very positive.  Workplaces and advisers reported a positive impact on the approach taken by workplaces to manage stress in the workplace as well as wider engagement in health improvement activity.

All workplaces reported a positive impact of the programme on increased understanding of mental health, raising awareness of the positive impact the workplace can have on promoting mental health and wellbeing, taking action to create a wellbeing culture in the workplace, and encouraging staff to raise concerns about their work, work arrangement and work environment.

Three workplaces reported that they would not have undertaken a risk assessment if they weren’t involved in the programme (two may have done).  Two wouldn’t have provided training for managers (two may have done) and two wouldn’t have provided awareness session for staff (two may have done).  

Recommendations are made to build on the strengths of the programme around clarification of roles and responsibilities, the design of the programme, communication, evaluation methods, and long-term sustainability of the network approach.  

1. Background

1.1 Introduction

This document reports on the outcomes of the evaluation conducted during delivery of the Stress Management Network Support Programme, a pilot project supporting SMEs to undertake a stress risk assessment and action plan.  The evaluation aimed to establish the impact of the programme on awareness, understanding, risk assessment activity and likelihood of uptake of other health improvement activities in participating workplaces.  The report will inform future delivery of services to support SMEs with stress risk management through Glasgow’s Health at Work and also nationally through the Scottish Centre for Healthy Working Lives.

1.2 Background

One in four Scots will experience a mental health problem at some point in their lives. However, stigma and prejudice can make it difficult for them to ask for help, find or return to work. Positive Mental Attitudes, East Glasgow CHCP’s mental health improvement programme, aims to promote a better understanding of mental health problems in an area of the City characterised by high levels of social exclusion and deprivation. According to the Scottish Index of Multiple Deprivation, all eight of the wards in East Glasgow area are within the lowest ranked 30 of the most deprived areas in Scotland. The workplace is recognised as an important setting through which the project can seek to improve the mental health of the local population.

However, there have been difficulties experienced in engaging some employers in the mental health agenda, and particular SMEs. These difficulties have been expressed by a number of health board areas and Greater Glasgow and Clyde Health Board’s Health at Work Team linked with Positive Mental Attitudes to identify and pilot a way of engaging employers.

Positive Mental Attitudes and Glasgow’s Health at Work Team commissioned this collaborative project, with the support of Glasgow East Regeneration Agency (GERA). Interest in the project from the Scottish Centre for Healthy Working Lives secured additional funding to evaluate the programme to formally measure the impact.

Given the legal requirements to undertake a stress risk assessment in the workplace and the economic drivers to reduce sickness absence, it was thought that offering a package of stress management support for SMEs might encourage employer engagement within the wider area of workplace mental health improvement. Positive Mental Attitudes approached Work and Wellbeing Consultants to suggest a framework for how this support may be provided. The proposed approach needed to take into account the challenge of limited resources to provide this support and also lack of practical experience of working through some of the stress risk management stages (particularly focus groups and action planning) expressed by advisers. 

A framework for delivery of advice and support was proposed and the resulting network model for supporting SME employers in stress risk management was developed. This model is delivered by an ‘Expert’ consultant and supported by local advisers. It was considered that this framework would build on existing skills and experience of advisers by providing additional training and shadowing opportunities. The programme is delivered to a network of employers, reducing requirements for one-on-one support and therefore more cost effective to deliver. 

By using this network model it was also considered that members of the network might support each other through the process. Figure 1.1 below illustrates the Model.
Figure 1.1: Summary of Network Model

	Stress Management Programme Aims
To engage and support local small and medium sized workplaces (SMEs) with stress management (with a particular focus on the stress risk assessment process and training).
 

Objectives
Recruit six local workplaces, with support from GERA and increase the support currently available for employers by providing:
· A group network of support for workplace representatives to carry out the stress risk assessment process
· Central training for line managers
· Stress awareness training for employees in individual workplaces.
 

The pilot programme evaluated to assess:
· The effectiveness of this approach in supporting workplaces with stress management (with a particular focus on stress risk assessment process and training)
· The extent to which the programme increases employers’ and employees’ understanding of stress in the workplace
· The extent to which the programme acts as a stepping-stone to wider workplace health improvement initiatives.
 

Individual workplaces were also asked to opt in to taking part in a case study to capture any benefits of being involved in the pilot programme in order to share learning and encourage further workplaces to participate in a stress management programme/initiatives.



2. Delivery of the programme

2.1 Overview

A proposal was submitted to the partners, detailing how the Network Programme would be delivered.  As this was a pilot of the proposed programme the chronological order of the stages was adapted to respond to the needs of the programme and participating workplaces.  The delivery of the programme is documented below, learning points are highlighted in shaded boxes throughout.  These learning points have been generated by the Expert, highlighting where improvements could be made to the programme based on the experience of delivering the pilot.

2.2 Summary of stages

The following stages make up the network programme:

Recruitment of workplaces and advisers

Step 1: Training for advisers

Step 2: Training for employers: Session 1: Planning and risk assessment 

Step 3: Training for managers and employees

Step 4: Training for employers: Session 2: Prioritisation and consultation 

Step 5: Training for employers: Session 3: Action planning

Step 6: Network review session

2.2.1 Roles and responsibilities

The roles and responsibilities of all ‘key players’ in the programme was clarified at the first network session as:

Expert (Work and Wellbeing Consultant)

· Provide training, network sessions and line manager training

· Manage the evaluation

· Support advisers

Coordinator

· Recruit workplaces

· Co-ordinate advisers

· Liaise with expert regarding timescales

· Organise venues for central training events
Advisers

· Provide support during network sessions

· Answer any questions between sessions

· Conduct awareness training for employees at your site

· Encourage Champions to complete project log

· Participate in evaluation
Workplace Champions

· Commit to working through risk assessment process within timescales agreed (between March and December)
· Set up a small representative steering group (where applicable)

· Attend four network sessions

· Complete actions set at each network session

· Session 1: Secure commitment, set up steering group, communicate with employees, distribute survey (online or paper based)

· Session 2: Analyse results, feedback to staff, focus groups

· Session 3: Finalise action plan and start implementation

· Session 4: Discuss progress, review of process

· Encourage line managers to attend a half day stress management training session at a local venue

· Set dates and organise a venue within their workplace for stress awareness training (2 x 1 hr sessions)

· Encourage employees to attend stress awareness session

· Provide feedback on the pilot programme through the formal evaluation process.
Table 2.1 Timescales for delivery of programme, action requirements of participating workplaces and evaluation methods used for each phase.

	Phase and timescales
	Formal training provided
	Key stages completed by workplaces before next Phase
	Evaluation methods

	Phase 1 (March to May)
	Network session 1
	Briefing session for workplaces  

Planning and risk assessment 


	Pre process evaluation (A)

	Phase 2 (June to August)
	Network session 2
	Analysis of data

Feedback to staff

Focus groups
	Mid-point evaluation 

(Phase 1)

	Phase 3 (Sept to Oct)
	Network session 3
	Action planning

Start implementation


	Midpoint evaluation (Phase 2)

	Phase 4 (Nov)
	Network review session
	Advice on where to go from here:

Action plans

Monitoring and review


	Post process evaluation (B)

Feedback discussion 

Adviser feedback questionnaire


2.3 Recruitment

2.3.1 Recruiting participants

The Coordinator (PMA) was tasked with recruiting six workplaces to take part in the pilot during January 2009.  Local workplaces were contacted directly by telephone and advertising took place in local newspapers and the PMA project newsletter.  Telephone contact proved to be the most successful of the methods used.  Providing information on the project over the phone, sending information on the project, then following up those workplaces that expressed an interest. 

Nine workplaces attended a further information session and from these, eight were recruited and attended the First Network Session.  One organisation dropped out following this initial session, reasons unknown.  Therefore seven workplaces participated in the entire programme from inception to completion (January 2009 to November 2009).   Six of the seven workplaces were voluntary sector employers, one public sector.  Most were small employers (between 10 and 50 employees).

2.3.2 Recruiting Advisers

It was agreed that two employees from PMA and one employee from Health at Work would provide local support to workplaces.  Initially, two of the advisers were allocated two workplaces each and the third adviser three workplaces.  Unfortunately two of the three advisers did not follow the project to completion, due to one leaving the organisation and one on long term sickness absence.  One of the advisers was replaced (by another Health at Work Adviser), and a briefing on the project provided.  Workplaces were reallocated to the two advisers.
2.4 Delivery of the programme

2.4.1 Step 1: Training for advisers

Training was provided by the expert for the three advisers.  This training included:

· Background (including latest developments from HSE)

· Work Positive process and what is required by employers at 
each stage

· Application of the Work Positive process and the issues to consider across different sizes of workplaces and types of organisations

· The logistics of using the newly developed on-line survey to allow them to support workplaces in using this facility if required.

	Learning point: The experience of the advisers in stress management was varied and it could have been useful to assess needs/get an understanding of previous knowledge and experience of Work Positive prior to the training.


2.4.2 Step 2: Network training for employers (Session 1)

Training was provided at a central location for workplace Champions from each of the seven participating workplaces.  This training was provided by the Expert and shadowing opportunities available for advisers.  Four network sessions were delivered during the programme.

The pre-pilot evaluation questionnaire was completed by workplace Champions, before this first network session started, to generate a baseline of awareness, attitudes and current activity in relation to mental health in the workplace and managing stress.  Time was allocated at the start and end of this session to encourage ‘networking’ between participants.

The training session covered:

· Background to stress in the workplace, including business case

· Employers’ legal obligations

· HSE Standards for Work-related Stress

· The Work Positive process

· Participants left the session with a detailed project plan (including suggested timescales) for: 

· Planning ie ensuring commitment and communication with employees 

· Categorisation of staff for risk assessment

· Carrying out the risk assessment (how it will be distributed, returned, reminders, timescales for completion etc).

Advisers were introduced to their link workplaces during this initial session.

	Learning point: Adviser encouraged to record/make copies of action plans for the workplaces they had been allocated so that they had their own record of the planned timescales for their workplaces and could therefore follow up at key points to assess progress and provide support.


Workplaces were expected to go back to the workplace and implement this first part of the process.  Support was provided by local advisers to undertake the risk assessment.  Workplaces conducted the assessment either:

· Online (a service already provided free of charge, using SurveyMonkey, to workplaces through regional HWL advisers)

· Paper copy (distributed and collected in the workplace or returned directly to their adviser for data entry)

· A mixture of the two methods.

The results were sent to the Expert for review/familiarisation and then forwarded to the Champions for them to bring along to the next network session.

	Learning point: One of the Champions requested an electronic copy of the project plan, consideration might be given to providing each participant with a USB stick with electronic copies of all resources or an area on the HWL website for download of documents.  Participants may also be encouraged to bring laptops to the sessions and generate plans etc electronically to reduce workload on participants. 


2.4.3 Step 3: Training for managers and employees

Training sessions were provided for managers and employees

The training sessions for managers were delivered as part of the network approach ie sessions run at central locations and managers from all seven workplaces invited to attend.  Two managers’ sessions were offered.  These sessions lasted for half a day and covered:

· Background to stress including business case

· Managing cases of stress

· Managers role in stress risk management

· HSE Management competencies for reducing stress and promoting employee wellbeing

· An action plan for managers (encouraging managers to assess current approach to managing teams and areas for improvement).

Evaluation of the managers training was conducted online following the session, the rationale for this was that managers would have an opportunity to reflect on the learning and its application in the workplace before completing the evaluation.  However, response to the evaluation was low.

	Learning point: Online evaluation responses were low for this audience and face-to-face feedback should be obtained at the end of the sessions.  If follow-up to allow reflection on learning is required, this could be gathered through telephone interview or at the beginning of a subsequent session.


Eleven managers attended the sessions, five at the first session and six at the second session.

The stress awareness sessions (SAS) for employees lasted between one and two hours each.  These sessions covered:

· What stress is

· The signs of stress

· How stress can impact on health

· What you can do to help manage your own stress.

Participants left the session with a personal action plan.

Up to two sessions were provided in each of the participating workplaces. The first of these sessions was delivered by the Expert, as a shadowing opportunity for advisers.  The remaining sessions were provided by the local advisers.

Evaluation questionnaires were issued at the end of the sessions, in paper format, for immediate completion and return.

During the project some additional funding was received to provide a relaxation element to the awareness training, delivered by the Alternative Stress Centre.  The sessions were funded by the East End Healthy Living Centre and Positive Mental Attitudes.  Where SAS sessions had already been delivered, this relaxation element was provided separately at a later date.  Where SAS sessions had not already been delivered, the relaxation sessions were provided as an ‘add on’ to the planned SAS sessions.  

2.4.4 Step 4: Network training for employers (Session 2)

This second networking training session focused on the outcomes of the risk assessment, prioritising outcomes and consultation with employees.  The session covered:

· Analysis of results

· How to prioritise outcomes

· Feeding back results to staff

· Consultation on priority areas

· How to plan and structure consultation groups 

· How to facilitate consultation groups.

Workplaces were required to bring their results to this session (although these were obviously not made available to other participants).  The session provided an opportunity for individual workplaces to ask specific questions about their risk assessment if required.  One of the workplaces did not have all their responses back by the time this Network Session took place.  The Expert provided the workplace Champion with a ‘case study’ to work with during the session to support learning.

Champions were expected to go back to the workplaces and complete the analysis of results, provide feedback to staff and conduct consultation sessions on key outcomes before the third network session.

The amount of support requested by Champions following this session varied greatly: some (n=2) analysed results, generated feedback for staff, and conducted consultations sessions without any additional support, others (n=5) received face-to-face support at this stage.  There was a great deal of support provided by one of the advisers to one of the workplaces.

	Learning point: Some face-to-face support in the analysis of results might be considered for future delivery of the programme, although Champions should be encouraged to attempt this themselves to develop the skills for when repeating the assessment in the future.


	Learning point: The support provided through this process aims to develop the skills within SMEs to manage stress in the workplace.  There is therefore a balance to be struck between providing sufficient support to workplaces to ensure they work through the whole process in the timescales agreed, and conducting the steps for them so that the workplaces do not develop the skills they require to sustain and repeat the process independently in the future.  The role of the adviser should therefore be clearly communicated to Advisers and Champions at the beginning of the programme.


2.4.5 Step 5: Network training for employers (Session 3)

A third network training session focused on action planning.  Participants were requested to bring their risk assessment outcomes and summary of outcomes from consultation groups.  Worked examples of action plan were presented.  The group was split into two, those who had conducted their consultations and those that had not.  Workplaces who had conducted their consultation were given an opportunity to ask any questions around action planning and the action plan format.  The importance of the action plan as an ongoing process and working document was emphasised.  The second group were given a refresher in focus group facilitation to support them with their next stage before putting together their action plans.  Support was offered in action planning by the expert and advisers for when they reached this stage. 

Champions were asked to email their action plans to the expert before the network review session for evaluation purposes (Session 4).  Emails were sent to all workplaces as a reminder.

2.4.6 Step 6: Network review session

A network review session marked the end of the programme.  It provided an opportunity to discuss progress with action planning.  Four out of seven action plans had been received at the time of the review session. A further action plan was received by the time this report was submitted.  Of those still to complete the action plans:

· One was scheduled to conduct the consultation sessions with staff in January, with planned submission of action plan by mid February.  

· One had received little feedback from staff on the outcomes of the risk assessment and sought additional advise on how this situation might be overcome.  Advice was provided by the Expert in December 2009 as part of the ongoing support provision for work positive funded by the SCHWL. 

Advice was then given on where to go from here, implementing action plans, monitoring and review.  It was emphasised that although this session marked the end of the network programme, further support was available, free, through Healthy Working Lives local advisers and also free email and telephone support available on Work Positive through the SCHWL.  Champions were given an opportunity to ask questions.  

At the beginning of the session workplace Champions completed the post process evaluation questionnaire.  They were then asked to complete the process Logbook, this documents how the workplace has implemented each step in the Work Positive process and informs the development of case studies.  Whilst Champions were completing the logbook, the Expert reviewed responses to the post process evaluation listing any areas requiring further exploration, to identify how the programme might be improved.  The following areas were then discussed:

· Paperwork/workload

· Timescales

· Networking

· Analysis/support

Responses to this discussion are incorporated into Sections 6 and 7 of this report.

2.5 Communication throughout the project

Communication with the workplaces was provided by the Coordinator and the Expert, at various stages throughout the process, in the form of:

· Agenda for network sessions, reminders

· Follow-up to network sessions (sending electronic copies of materials etc)

· Encouragement and reminders about ‘where we are now’ and ‘what is expected’ by the next session

· Clarification of points where advice had been sought and the feedback was considered useful to pass on to all Champions

	Learning point: Consideration might be given to creating a web page with members web login for participating workplaces, this would allow all materials etc to be loaded onto the site for access by Champions.  This may also provide an opportunity for increased ‘virtual’ networking.


3. Evaluation

3.1 Evaluation rationale and objectives

In order to make a formal assessment of the impact a formal evaluation was built into the design of the network model.  

The evaluation will assess impact on employers’ knowledge and attitudes towards stress and mental health, views of the network model and how valuable this is perceived to be, as well as the extent to which the support has helped workplaces to work through the process.  The evaluation will also include feedback from advisers on the impact on their knowledge and skills and views of the support provided to employers. This evaluation will therefore allow assessment of:

· The extent to which the model increases employers’ and employees’ understanding of stress in the workplace

· Whether the support helps workplaces to work through the process

· Whether the model acts as a stepping-stone to wider mental health issues (ie whether attitudes towards mental health are changed pre- and post-intervention and whether they are open to introducing other health improvement initiatives in the future, eg a mental health policy)
· Whether the model facilitates networking and support between participating employers and the value of this to employers

· Whether advisers feel the process increases knowledge and skills and whether this is to a level that they feel confident to support employers in the future. 
It did NOT assess the impact of the stress risk management process on the organisation in terms of reduced absence, staff turnover, morale etc as the review date would be too soon following action planning. However, as required by the Work Positive process, employers were encouraged at the planning stage to gather baseline data against which they could measure the impact on the organisation in the longer term. 

The evaluation tools used were:

A. Pre process questionnaire with workplace Champions

B. Post process questionnaire with workplace Champions

C. Line manager’s training evaluation questionnaire

D. Awareness sessions evaluation questionnaire

E. Mid process feedback from workplace Champions (Phase 1)

F. Mid process feedback from workplace Champions (Phase 2)

G. Post process consultation session with Champions and advisers

H. Logbook 

I. Post process questionnaire with advisers.

3.2 Evaluation measures to achieve evaluation objectives

Details of the measures used to achieve the evaluation objectives are detailed in Table 3.1

Table 3.1 Evaluation measures against objectives

	Evaluation objective
	How it was measured

	The extent to which the model increases employers’ and employees’ understanding of stress in the workplace


	Pre and Post Process Evaluations (Champions) (A and B)

Training evaluations (Managers and Employees) (C and D)

	The extent to which model helps employers work through the risk assessment process


	Self reported progress against Work Positive Checklist 

Logbook

	Whether the model acts as a stepping-stone to wider mental health issues (ie whether attitudes towards mental health are changed pre and post intervention and whether they are open to introducing other health improvement initiatives in the future, eg a mental health policy)

	Pre and post intervention questionnaires (Champions) (A and B)

	Whether the model facilitates networking and support between participating employers and the value of this to employers


	Mid and Post Process Evaluations and Advisers Evaluation (B, E, F, G)

	Whether advisers feel the process increases knowledge and skills and whether this is to a level that they feel confident to support employers in the future without external input and if not, which aspects do they feel comfortable supporting and if further training, resources or tools are required by advisers to provide the necessary support.


	Adviser evaluation questionnaire (G)

Evaluation questionnaires from Stress awareness sessions provided by advisers (D)




4. Evaluation outcomes

4.1 Feedback from champions

4.1.1 Pre and Post Process Questionnaires (A, B)

Comparisons of awareness and understanding between Pre and Post process points

Ten Champions completed the pre pilot evaluation, seven Champions completed the post pilot evaluation.  This is because there were two Champions for some of the workplaces (for post pilot, only one Champion attended the session or respondents were asked to complete one questionnaire per workplace and answer the questionnaire together).

All Champions (n=10, 100%) at pre and post evaluation were clear that stress was a ‘set of symptoms that can lead to physical and/or mental health problems’.

More of the Champions were aware of how common work-related stress is at pre (n=8, 80%) than post evaluation (n=2, 29%)

Six Champions (60%) of Champions had heard of the HSE Management Standards at pre pilot, compared with seven (100%) at post pilot.

Of those who had heard of the Management Standards, accuracy of picking out the six Standards from the list provided was much better at post pilot than pre pilot.  

Champions were asked to rate current understanding of managing stress in the workplace.  This understanding was markedly improved between pre and post pilot, see Figure 4.1 overleaf.

Figure 4.1 Champions self-reported understanding pre and post pilot
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Figure 4.2 Comparison of pre and post health improvement activity
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*Mentally Healthy Workplace Training provided by Scottish Centre for Healthy Working Lives
Advisers were not aware that a formal Policy had been developed in the three workplaces that had suggested they have developed a policy as a result of being involved in the programme.  Perhaps these workplaces refer to the procedures they now have in place (risk-based management) rather than a formal policy.

Champions were asked whether or not they had heard of Healthy Working Lives and, if so, what level of engagement they had pre and post pilot.

Six out of ten Champions reporting having heard of HWL pre pilot.  All seven (100%) had heard of HWL post pilot.  

At pre pilot one workplace had achieved Healthy Working Lives Bronze and Silver award and was working towards the Gold award.  By the end of the pilot this organisation had achieved the gold award and was working towards the Mental Health Commendation Award.  At pre and post pilot all other workplaces reported considering the Healthy Working Lives Award Scheme for the future.  

Feedback on the programme (post pilot evaluation, B)

In the post pilot evaluation, Champions were asked a range of questions to get feedback in the programme and assess the impact.  

Network sessions

On a rating scale (Very helpful, Quite helpful, Not very helpful, Not at all helpful) 100% of Champions reported every network session (1, 2 and 3) as very helpful.  The following comments were made about how the sessions could be improved:

	· Sessions provided clear guidelines and the additional support made this a very enjoyable process

	· A lot of work involved on top off normal work, perhaps streamline paperwork.
	· 
	· 

	· Very supportive process  - loads of help and support - very welcome
	· 
	· 

	· Sessions too far apart - perhaps less time between sessions.


Support from the Expert and Local Adviser out with the network sessions

All those who accessed support from the Expert (n=5) reported this to be very helpful, 29% (n=2) did not seek support from the Expert out with the sessions.

Five out of six who accessed support from the local adviser found this support to be very helpful, one out of six reported this support to be quite helpful.  One Champion did not seek support from the local adviser out with the sessions.

The following comments were made:

	· Advice on planning stage, communication

· Analysing results
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	· The adviser was always only a phone call away, she was enthusiastic and 

      very supportive 

· All emails sent to the ‘Expert’ were always promptly answered
	
	
	
	
	
	
	
	
	

	· Advice sought on analysis
	· 
	· 
	· 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	· Support required in interpreting the work positive results – worked through the 

           process with me and assisted in the analysis of the results
	
	
	
	
	
	
	
	

	· While we knew the ‘Expert’ was available to assist, we tended to contact our local 

.     adviser for support

· We struggled to analyse the results, but only because we didn't get the time 

to concentrate in between sessions as we initially intended, due to other workloads.

	


Opportunities for networking

100% (n=7) reported adequate opportunities for networking.  

	· This was a very useful opportunity to meet other local businesses
	
	

	· Overall very good 
Perhaps have a meeting in each partnership offices if possible

	· No, we knew there were adequate opportunities.
	· 
	
	

	· Felt the number of other workplaces was just right.
	
	


Training and awareness sessions

Figure 4.3 Ratings of Line Managers Training and Staff Awareness Sessions
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Impact

How instrumental was the programme in taking action to tackle stress in the workplace?

	· Yes, some staff have been given therapeutic massage sessions and counselling.
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	· This has become a integral part of our Monthly Planning Meeting, Stress 

Management is on the agenda for these meetings.
	
	
	
	
	
	
	
	
	
	
	
	
	

	· Yes, this has raised staff's awareness of stress so much so I have a member of 

staff off sick with work related stress.
	
	
	
	
	
	
	
	
	
	
	
	
	

	· Yes, we received funds from Health Improvement fund (HWL) and have secured a 

26 week session of therapies and relaxation classes for staff, committee and the 

community. The aim is to improve relaxation techniques for all staff committee.
	
	

	· The involvement in the SMNP has definitely improved awareness amongst staff 

in the local office. 

· The action plan should see this continue. Management have agreed it will be an

‘issue’ to be looked at, at regular intervals with perhaps one day per year 

dedicated to the subject.

	· Yes, healthy eating, exercise, relaxation
	· 
	· 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


Figure 4.4. Do you feel you would have conducted risk assessment and action planning, training, and awareness sessions if not involved in programme
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50% (n=3) would not have undertaken risk assessment and action planning and 29% (n=2) would not have provided training for managers. 29% (n=2) would not have provide awareness sessions for staff

All Champions (n=7) reported that they would recommend involvement in a similar network to other workplaces.

Champions provided the following additional comments:

	· This has been a very useful exercise that has contributed to positive change
	
	
	
	· 
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	· Good baseline to build knowledge and awareness of stress and the effects this can cause
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	

	· As a small organisation (five staff) we involved the committee in completing the 

WP Survey. This was not as successful as we had hoped. However, if we kept 

it to five staff, we could have identified who said what. It would be useful to have 

a survey that fitted around small organisations as we want  to do this again in

the future and benchmark results

	· Found the network sessions very useful and the people in my group very 
supportive and encouraging when assisting with tasks.


	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	
	


Champions were asked to indicate impact of programme on various parameters.  This allowed an assessment of impact against programme aims.

Figure 4.5 Impact against programme aims
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Key:

1. Increasing understanding of mental health

2. Raising awareness of the positive impact the workplace can have on promoting mental health and wellbeing

3. Taking action to create a wellbeing culture in the workplace

4. Encouraging staff to raise concerns about their work, work arrangements and work environment.

4.1.2 Mid process evaluations

Two mid point evaluation were conducted.  The first of these was conducted at the end of the first network session.  The second was conducted at the third network session, reflecting on the second network session and how helpful this had been.  Champions were asked to complete the evaluations.  

Network Session 1

Champions were asked to provide feedback on the extent to which the session increased their understanding of what stress is and what risk assessment involves.  Seven (70%) reported that the session had slightly improved their understanding, three (30%) reported it had greatly improved their understanding.  When asked how prepared they felt they were for implementing Phase 1, the following responses were received:

Figure 4.6 Levels of understanding following Phase 1
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Seven (70%) reported that the session provided Quite good opportunities for networking, three (305) reported it had provided very good opportunities.

Respondents reported they liked the following aspects of the session MOST:

	· Support available 

	· Helpful staff

	· Information and materials

	· Very useful, balanced and broken down well

	· Small group

	· Having adviser at table to answer questions

	· Clear guidance on way forward

	· Informative, flexible


No comments were provided regarding what they liked LEAST.

One respondent suggested the following for improving the session:

· Less detail on slides - use reveal for each bullet point.

Network Session 2

Five workplaces provided feedback on the second network session (n= 7 Champions, where two Champions attended from two of the workplaces they were asked to complete one per workplace). 

Champions were asked how helpful the session was in relation to specific aspects of the process:
Three (60%) reported that the session provided Very good opportunities for networking, one (20%) Not very good opportunities for networking and 1 (20%) did not answer this question on the questionnaire.  
Respondents reported they liked the following aspects of the session MOST:

	· Opportunity to clarify way forward

	· All aspects of training
	

	· Very easy to take forward
	

	· How other organisations worked

· All very good


Respondents reported they liked the following aspects of the training LEAST

· Having limited time in my own just to fully enjoy the process.

One respondent suggested the following for improving the session:

	· Too much information to process, if I had known in advance I would have set up just three groups to respond to questions

	· This has been a wonderful opportunity. Thank you for all the support.


4.1.3 Training for managers

Three responses were received from those attending the line managers training.  It was thought that giving managers an opportunity to provide feedback on the training anonymously and after the event when they had returned to the workplace and could reflect on the training in the context of their work would be the most valuable approach to the training. In reality, response to this online evaluation was low (three out of 11 respondents).  

	Learning point:  An immediate paper based evaluation should be conducted at the end of the training.  Follow-up telephone interviews could then by conducted at a later date to assess the usefulness/impact of the training in the work context.  Follow-up with attendees.


Chart 4.7 Feedback from managers
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Chart 4.8 Feedback from managers (2)
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Key:

1. Your understanding of mental health and stress

2. Your understanding of why and how to carry out an organisational and team level risk assessment

3. Your understanding of how to manage individual cases of stress

4. Your understanding of how your behaviour can prevent and reduce stress

5. Your awareness of resources available

6. Your awareness of the importance of protecting and improving your own health and wellbeing.

Respondents reported they MOST liked the following aspects of the session:

The hints and ideas to improve understanding

I really enjoyed all elements of the course

I will pass on the information to other members of staff.

No comments were provided regarding what they liked LEAST.

No suggestions were made for improving the training.

All three respondents reported that they felt they didn’t require any further training on mental health in the workplace to assist them as a manager.
4.1.4 Awareness sessions with staff

Feedback from staff attending the Staff Awareness Sessions was very positive, see charts 4.9 and 4.10 below.

Chart 4.9 Feedback from staff attending SAS sessions
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Chart 4.10 Feedback from staff attending SAS sessions (2)

No of respondents across all workplaces (n=66)
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Key:

1. Your understanding of what stress is and the symptoms 

2. Your understanding of the causes of stress 

3. What you can do to manage stress 

4. Where you can get help and support if you are already experiencing stress.

What liked most:

· Relaxed and informal atmosphere (n=10)

· Clear message (n=1)

· Action planning (n-4)

· Interaction (n=3)

· Tailored to individual needs (n=1)

What liked least:

· Classroom style (n=1)

· Lack of participation from group (n=4)

· Timescales (n=7, some too long, mostly too short)

· Repetition with other sessions (not clear from comments whether this is with relaxation session or other training provided in workplace)

What could be improved:

· More group work

· Encourage participation (n=5)

4.2 Feedback from advisers

4.2.1 Network Sessions

As detailed in 2.3.2 only one of the original three advisers was present for the whole programme.  Feedback has been sought from this adviser and another who joined the programme part way through.  This feedback is presented separately below.  

Table 4.1 How helpful adviser reported the network sessions were for Champions and for themselves as advisers

	Session 
	For workplaces
	For you as adviser

	Session 1: Planning Stage
	Very helpful
	Very helpful

	Session 2: Analysis of results and focus group facilitation
	Quite helpful
	Very helpful

	Session 3: Focus groups and action planning
	Very helpful
	Very helpful


Recommendations made by the advisers:

For workplaces: five of the seven workplaces required one-to-one support with analysis of the results. It would be useful to incorporate dedicated adviser time into a future programme to offer support with this.  Also possibly more of a focus on this at the session and/or find out if the work positive tool can be adapted to generate outcomes without the workplace representative having to work through this exercise.  

Initially, it seemed for a couple of workplaces (working through the Work Positive process at a faster pace) that it may have been useful to focus on action planning at Session 2 also (eg possibly combine Sessions 2 and 3).  However, on reflection, it now seems as if the pace and content of the sessions has worked for workplaces (although it would be useful to monitor this in future and build in potential flexibility around this).

Encourage more e-networking 
For Advisers: It was useful having briefing sessions for advisers before the sessions which was an extension of the first adviser training session.  Having checklists for advisers at each session would be useful for the consistency across workplaces.
4.2.2 Line managers training and Staff awareness sessions

The adviser rated the managers training as four out of five and the Staff Awareness sessions as five out of five.

Comments:

Line Manager Training - Providing more of a focus on individual stress management would be useful.  

[Although individual case management was covered in the session and a handout provided on effective case management of stress and stress related ill health in the workplace, managers were also signposted to two resources to support managers with individual case management.]

Some of the information in the employee information session was maybe too basic for some employees (however a useful background for others).
4.2.3 Impact

	Aim of programme:
	1 = Not at all implemented

5 = Fully implemented

	The extent to which the model increases employers’ and employees’ understanding of stress in the workplace
	5

	Whether the support helps workplaces to work through the process
	5

	Whether the model acts as a stepping-stone to wider mental health activity


	4

	Whether the model facilitates networking and support between participating employers
	4

	Whether you (as adviser) feel the process increases knowledge and skills and whether this is to a level that you feel confident to support employers in the future.
	5


Comments: 

Wider Stepping Stone - there is certainly a lot of interest from workplaces at present on the range of services available via HWL (and one workplace participating in the HWL programme has offered for other workplace reps to visit their workplace, to find out more first hand about HWL).  

Networking/Support - there seemed to be good informal support/networking between workplace reps at each of the sessions, however minimal contact between sessions.  

As an adviser - the pilot programme has been extremely helpful in actually providing an opportunity to work through the process with workplaces (and pick up useful hints and tips in real life to help make the process smoother for workplaces).

All workplace reps have been very positive about the programme and the support available.  Case study examples from the programme will be excellent to promote the positive experiences of SMEs.

5. Summary of outcomes against evaluation aims

The extent to which the model increases employers’ and employees’ understanding of stress in the workplace

There has been an increase in actual understanding of the HSE Management Standards and legal requirements to manage stress.  However, awareness of the prevalence of stress was greater at pre pilot.  All workplace champions reported increased understanding of the causes of stress, the HSE Management Standards, how to carry out a stress risk assessment, how to develop an action plan to reduce stress in the workplace.  

Those attending line managers training and staff awareness sessions also reported increased understanding on a range of indices.

Whether the support helps workplaces to work through the process

All seven workplaces worked systematically through the process undertaking:

· A communication exercise with all staff

· Risk assessment, using Work Positive questionnaire

· Feedback of outcomes to all staff.

Five out of seven workplaces have conducted consultation sessions on outcomes with staff.  The remaining workplace has scheduled these sessions for January 2010.

Five out of seven workplaces have an action plan in place.  One of the remaining workplaces is currently developing the action plan, the other remaining workplace intends preparing the action plan following the consultation sessions in January.

Three workplaces reported that they would not have undertaken a risk assessment if they weren’t involved in the programme (two may have done).  Two wouldn’t have provided training for managers (two may have done) and two wouldn’t have provided awareness session for staff (two may have done).  

All Champions reported increased understanding of how to go about a stress risk assessment and all would recommend participation in such a programme to other workplaces.

Whether the model acts as a stepping-stone to wider mental health issues (ie whether attitudes towards mental health are changed pre and post intervention and whether they are open to introducing other health improvement initiatives in the future, eg a mental health policy).

All workplaces reported a positive impact of the programme on increased understanding of mental health, raising awareness of the positive impact the workplace can have on promoting mental health and wellbeing, taking action to create a wellbeing culture in the workplace, and encouraging staff to raise concerns about their work, work arrangement and work environment.

Three workplaces reported having a mental health policy following involvement in the programme, one now provides leaflets for employees on mental health, one is providing mentally healthy workplace training for managers and two now record the causes of sickness absence following involvement in the programme.  

Whether the model facilitates networking and support between participating employers and the value of this to employers 

Champions and advisers reported that the programme provided opportunities to network with other workplaces, the atmosphere and relationship between Champions during the network sessions was very positive.  There was however very little contact between workplaces (either face to face or virtual) between sessions.

Whether advisers feel the process increases their knowledge and skills and whether this is to a level that they feel confident to support employers in the future

The prior knowledge and experience of advisers of stress risk management varied.  The adviser that was present for the full programme had more prior experience that the other three advisers.  This adviser reported positive impact on knowledge and skills to support workplaces, but did not feel that this was to a level that she could deliver the programme if replicated (ie take on the role of the ‘expert’ in delivering the network sessions and associated support).   

6. Recommendations 

Recommendations are made based on the outcomes of the evaluation.  These recommendations are presented in italics below.

6.1 Roles and responsibilities

Coordinator role

The adviser that was present throughout the programme had a coordinating role.  She managed the relationship between partners and was responsible for recruiting the workplaces, as well as acting as adviser.

A network programme of this nature requires a coordinator.  The remit of the coordinator is to communicate with Champions and make arrangements for meetings, venues etc.  The coordinator need not be an adviser or the consultant.  The nature and role of the coordinator will vary depending on the nature of the network and therefore needs to be tailored for each network programme and clearly defined at the outset.  

Role of advisers

Unfortunately, for reasons out with the control of the project, there was inconsistency in Advisers throughout the project (four advisers in total across the timescales of the project).  However, this was not raised as a concern by the workplaces in the evaluation of the project.  The impact of this inconsistency was minimised by the consistent support provided by the coordinator.   

The support provided through this process aims to develop the skills within SMEs to manage stress in the workplace.  There is therefore a balance to be struck between providing sufficient support to workplaces to ensure they work through the whole process in the timescales agreed, and the Champions not working independently enough to develop the skills they require to sustain and repeat the process without this level of support in the future.  

The role of the adviser should be clearly communicated to all advisers and workplaces to ensure this is understood.  

6.2 Design of the programme

The knowledge and experience of advisers pre programme varied greatly in this pilot.  

It is recommended that assessment of the knowledge and experience be conducted at the start of a programme and training tailored to the needs of advisers.

Five out of seven workplaces received additional one-on-one support to analyse results.  

It is recommended that some face-to-face contact be built to support workplaces through the analysis stage in the design of any future programme.  In addition, further development of the Work Positive analysis tool is already being explored in order to automatically generate a summary report.  This would reduce the workload for the workplaces and the amount of face-to-face support required to conduct the analysis.

Provision of relaxation element of stress awareness sessions.

Part way through this pilot additional funding was received to add a relaxation session into the stress awareness sessions for employees.  These sessions have been very positively received by those attending the sessions.

Relaxation element to be considered in delivery of future programmes.

Summing up.  At the final review sessions Champions were provided with a verbal brief around how to sustain the risk management approach in the future, monitoring and review.  

A handout reinforcing the key messages might be useful in future programmes.  This could also be emailed to any should they not be able to attend this final session.
6.3 Networking and communication

Participants reported that the programme provided sufficient opportunities for networking.  However, contact between network sessions could be further encouraged to increase the support for workplaces. Participants reported that the paperwork involved was cumbersome.  

It is recommended that methods of ‘virtual’ networking eg by email, bulletin boards etc be explored to encourage networking between Champions out with the network sessions.  This would also reduce paperwork, and improve the flow of information/availability of resources.
One of the workplaces suggested meeting at the participating workplace sites to also encourage this relationship.  This would depend on the geographic spread of workplaces in a network and also facilities available at the sites. 

6.4 Evaluation of the programme

Due, in part, to time pressures faced by SMEs, responses to online evaluation was low (eg Line Managers Training).  This is consistent with other studies where response to online surveys is low.  

It is recommended that evaluations be conducted on a paper copy at point of contact (at the end of training/events), this would also reduce workload for Champions.

SMEs reported the paperwork required by the project to be cumbersome.  The pre and post programme evaluations have been very valuable.  Midpoint evaluations were also valuable for this initial pilot, but probably unnecessary for future programmes.

It is recommended that a pre programme evaluation be issued at the information session and the post programme evaluation conducted at the final network session (session 4).   Training evaluations should be issued at the end of line managers training and staff awareness sessions.  

6.5 Longer term sustainability

Provision of the network programme is more cost effective than one-on-one support with an adviser.  Given the very positive benefits to workplaces, highlighted in this evaluation, consideration needs to be given to how the programme might be rolled out in the future across Scotland, involving local HWL teams.  Initially, it was thought that by providing local support and attending the network sessions (shadowing the ‘expert’ to ‘skill up’), advisers might be able to replicate and deliver the programme.  Evaluation of the programme highlighted the variation in prior experience of stress risk management across HWL advisers and that most advisers probably wouldn’t feel confident to deliver the programme without ‘expert’ input.  

Therefore the following suggestions are made for future roll out of the programme across Scotland:

Streamline the programme to reduce costs per programme by reducing  ‘expert’ input.  This would be achieved by:

· Training local advisers to deliver the stress awareness sessions

· Replacing the one-day line managers’ course currently offered through the programme with a one-day ‘mentally healthy workplace’ training already delivered through SCHWL  

· Provide support through the existing ‘Work Positive Advice Service’ that offers email and telephone advice to workplaces

· Identify a local coordinator for each new network programme, largely an administrative role.

These changes would reduce the ‘expert’ input to four network sessions per programme.

Consideration might also be given to requesting a financial contribution from participating workplaces.  Some of the costs associated with delivery of the programme could be met by the workplaces.  If 12 workplaces could be recruited this financial contribution could be as little as £250 per workplace.

Consider train the trainer courses for local advisers to provide sufficient training to deliver the programme locally.  Perhaps a ‘team’ of two could be trained in each region, one with a risk management background and one with a mental health role.

7. Appendices

List of programme resources

	Programme session
	Presentations
	Materials

	Training for advisers
	Powerpoint presentation
	Work Positive process checklist

	Network session 1
	Powerpoint presentation
	Project plan (part 1)

	Network session 2
	Powerpoint presentation
	Project plan (part 2)

Analysis manual

Focus group facilitation template

	Line Managers training
	Powerpoint presentation
	Action plan

	Employee stress awareness sessions
	Powerpoint presentation
	Personal action plan

	Network session 3
	Powerpoint presentation
	Action planning template

	Network review session
	
	Log book


These resources are available from:

· Healthy Working Lives Website (www.healthyworkinglives.com) Work Positive Resources Page

· Health at Work, Glasgow website (www.healthatwork.org.uk)

· Work and Wellbeing Consultants website (www.work-wellbeing.co.uk)
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