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i 

The London Well-Being Pilot Programme 

Executive summary 
 
 
 

The programme 
 
In the spring of 2003, the DfES Retention Unit agreed to fund 15 local authorities to pilot 
the Worklife Support (WLS) Well-Being Programme (including the WLS Employee Assistance 
Programme) in London schools. This formed part of their strategy to attract, motivate and 
retain excellent staff for the Capital’s schools. 
 

“If you want to put the children first, you first have to put the children second.”  
Local authority Lead Partner, Well-Being Programme 

 
Three of the primary aims of the Well-Being Programme are: 
 
Á To make sustainable improvements in the wellbeing of all staff working in education 

Á To promote supportive and well-informed managerial practice, which actively 
develops healthy workplaces, focusing upon organisational progress 

Á To enable staff as individuals and in groups to manage successfully the pressures they 
face 

 
Well-Being begins by engaging a school’s headteacher and one or more key staff contacts or 
‘facilitators’ in the aims and processes of the programme. The next stage is for all staff to 
complete a confidential online survey (the Organisational Self-Review Measure, or OSRM). 
The OSRM comprises eight main sections: Culture, Demands, Control, Relationships, Change, 
Role, Support and Personal wellbeing (please see p12 of this report for further details of the 
focus and content of each of these sections). The WLS Well-Being Co-ordinator feeds back 
and discusses the outcomes of this survey of staff perceptions to the headteacher and 
facilitators and supports them through the next stages of the process: feeding back the data 
to all staff, working with staff to decide on priorities and plan actions, and starting to bring 
about improvements in the school. A second survey takes place approximately one year 
after the first to assess any changes in staff perceptions. 
 
All staff in schools on the pilot programme were also given access to the WLS Employee 
Assistance Programme (EAP), which provides a confidential, individual service to every 
member of staff in participating organisations, as well as to their families. The EAP offers a 
range of information, advice and counselling services to individuals and is also a powerful 
personal-development resource that is intended to be used proactively. 
 
The rationale for the programme was to help reduce the impact of work-related stress and 
its resulting staff absence in London schools, to improve recruitment and retention of 
school staff, to fulfil employers’ Duty of Care obligations and to help schools to negotiate 
the challenges of Ofsted and school self-evaluation. All of these objectives combine under 
one common theme: to improve school effectiveness and both staff and pupil performance 
in London schools. 
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Evaluation of the impact of the programme on staff by looking at the Organisational Self-
Review Measure (OSRM) and Employee Assistance Programme (EAP) data 
 
Á 19,468 OSRM surveys were completed by staff in 356 organisations over the course of the 

two-year pilot 
 
Á From Year 1 to Year 2, the overall staff ratings for all sections of the OSRM survey 

improved. Many of the benefits of the Well-Being Programme will only begin to be seen 
over a longer period of time on the programme, but the increase in ratings over just two 
surveys shows that schools in London have made a great start  

 
Á The responses in the sections on school culture, job demands and the process of change 

showed the largest increases 
 

Á ‘Relationships’ continues to be the strongest section across all staff groups 
 

Á All staff groups show a high level of pride in and commitment to their work 
 

Á The areas of ‘change’ and ‘personal wellbeing’ represent the biggest challenge for staff 
overall 

 
Á The processes (and, therefore, resulting impact) of the Well-Being Programme differ 

according to school type and there seem to be additional issues in secondary schools and 
special schools 

 
Á In general, teachers are the least positive role group about many aspects of their 

wellbeing, but their ratings have risen over the course of the programme 
 

Á They value having support from colleagues and being part of a team 
 
Á They generally consider their jobs to be very stimulating 
 
Á They indicate that their wellbeing is inhibited by role strain, work overload, a culture 

of working long hours and the impact this has on their personal lives. The perception 
of a lack of consultation also figures as an issue among teachers 

 
Á Support staff have a consistently positive profile in both years of the programme and 

their ratings improved between Year 1 and Year 2. They are more positive than both 
teachers and managers regarding the key sections of ‘Demands’ and ‘Personal wellbeing’ 

 
Á They feel they are clear about their roles and responsibilities and feel comfortable 

about the work they do 
 
Á They feel that they make a valuable contribution to their schools 
 
Á Their wellbeing is inhibited by not feeling sufficiently consulted, involved and 

communicated to and by not feeling a part of decision-making and change processes 
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Á Managers show a greater improvement in ratings over the course of the pilot programme 
than the other two role groups – the rise is particularly noteworthy in the sections on 
culture, demands, relationships and change 

 
Á They find their jobs extremely stimulating and interesting and align themselves 

closely with the success of their schools 
 
Á They indicate significant work overload, role strain, a culture of long working hours 

and a lack of worklife balance as inhibiting factors to their wellbeing and suggest 
that the pressures of work impact to a large extent on their personal lives 

 
Á The Employee Assistance Programme (EAP) component of the London Well-Being Pilot 

Programme enjoyed a utilisation rate of 6%, which is above average for this service 
nationally 

 
Á 46% of calls were received from teachers; 34% came from secondary staff; and 33% 

came from staff who had been in education for 5 years or less. The utilisation levels 
for these staff groups are disproportionately high compared to the numbers of 
individuals in these groups on the programme and this indicates some specific groups 
of staff who may have had a greater need for - and benefited most from - the service 

 
Á Feedback received from people using the EAP, as well as from school leaders, has 

been overwhelmingly positive 
 

“The Well-Being Programme has made a real difference to our school; it even helps with 
recruitment. Our adverts state that the school is part of the programme and that staff benefits 

include access to the Employee Assistance Programme. During a recent interview, the (successful) 
candidate stated that the position was immediately attractive to her as she had prior experience of 

an EAP in business. She knew that this indicated that people mattered to the school and that she 
would be happy here.” Andy Kelly, Headteacher, Branfil Infant School, Havering 

 
Á The most popular reasons for calling the service were to access information, advice 

or support regarding employment, relationships, finances, property or psychological 
issues 

 
Á Clients who gave feedback on the counselling service said that, on average, their 

levels of distress had halved and levels of effectiveness doubled since accessing the 
service 

 
Evaluation of the impact of the programme on staff by looking at the qualitative data 
 
Á 95% of headteachers and 90% of facilitators surveyed said the OSRM had definitely raised 

awareness of wellbeing issues within their schools 
 
Á The three key areas that have been written into school action plans as a direct result of 

the OSRM relate to communication, worklife balance and acknowledging achievements. 
Both headteachers and facilitators said that the Well-Being Programme was having a 
significant positive impact on communication, staff morale and school culture/ethos 
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Á Many headteachers and facilitators said that the programme’s impact had possibly been 
felt most by support staff because it had improved communication and fostered 
inclusiveness 

 
“As a member of the support staff, it did help me to develop professionally as well  

because I was no longer ‘just admin’ – and it helped the rest of the support staff too because  
they could see a member of their team undertaking a different type of role in  

the school.” Facilitator at focus group, October 2005 
 
Á 95% of headteachers said that the Well-Being Programme had helped all staff to 

appreciate the importance of everyone’s role and contribution to overall school 
effectiveness 

 
Á More than 80% of headteachers and 77% of facilitators felt that Well-Being has 

encouraged an open environment in which all groups felt able to contribute and 83% of 
all staff surveyed think that the feedback process and subsequent action has given 
different staff groups an opportunity to contribute to solutions and improvements 

 
Á Through its training and development offerings to school leaders and facilitators, the 

Well-Being Programme has impacted positively on individual personal and professional 
development and therefore also, indirectly, on organisational development 

 
Á More than two thirds of the headteachers surveyed thought that the changes initiated by 

the Well-Being Programme were likely to be long term and sustainable 
 

Á The programmes in London that have achieved a higher degree of success have generally 
been those that were launched in the early stages of the pilot; where the local authority 
showed engagement from key staff and a strong commitment to the Well-Being process 
from the start; and in which a large number of the authority’s schools were taking part 

 
Á More than 9 out of 10 headteachers surveyed said that Well-Being had helped them 

change their thinking about problem solving, decision making, communication, and how 
change is managed in their schools 

 
Á Staff wellbeing has now been incorporated into a number of management processes 

within London Well-Being schools 
 

Á 1 in 3 headteachers and facilitators in the schools said the Well-Being Programme and the 
Employee Assistance Programme were already having a positive impact on retention and 
would continue to do so over time.  

 
“Some might see the idea of wellbeing as a soft area – not a central focus.  

We disagree. It brings staff into the school, retains them and creates increasingly  
positive, trusting relationships between staff and pupils. What better environment  

in which to work and learn?” Headteacher 
 

Á Several schools also found that mentioning the Well-Being Programme in a recruitment 
package encouraged people to apply for a vacant post 

 



 

 
 

 
London Well-Being Pilot Programme, Evaluation report, January 2006   
 
Published in 2006 by Worklife Support Ltd. The copyright of all the material contained within this document  
(unless otherwise stated) is owned by Worklife Support Ltd. Copyright © 2006 Worklife Support Ltd 

v 

“We mentioned that the school was on the Well-Being Programme in an advert for a  
teaching post recently. Three shortlisted applicants gave that as one of their reasons  

for applying.” Matthew Britt, Headteacher, St Mary’s, Lewisham primary school 
 

Á Further improvements are likely to become more evident in the longer term, especially if 
schools and local authorities are encouraged to keep more precise records for 
comparative and evaluative purposes 

 
Á One participating London authority found that in the summer term of 2005, Well-Being 

schools experienced less than half the staff turnover rate experienced by schools not 
participating in the programme. They also found that between 2003 & 2004, sickness 
absence fell by 33% in primary schools that joined the Well-Being Programme, saving 
each an average of £2,981, and by 36% in secondary schools that joined the programme, 
saving each an average of £11,025 

 
Á According to data compiled by Norfolk County Council, a long-running Well-Being 

Programme with over 80% of schools taking part, the number of teachers taking time off 
owing to stress in the county fell by 40% between 2003 and 2004 and a further 40% 
between 2004 and 2005 

 
Á The Well-Being Programme has also provided schools with valuable evidence for Ofsted 

inspections, health and safety procedures and Workforce Reform, among other things 
 

Á The HSE has confirmed that the National Well-Being Programme from Worklife Support is 
analogous to HSE's Stress Management Standards approach and that participation in the 
National Well-Being Programme will enable schools to demonstrate they have met their 
duty under Health and Safety legislation 

 
Observations on staff wellbeing in London school by role, years in education and age 
 
Á Staff across all role groups, ages and lengths of time in service in both the primary and 

the secondary sectors all indicate the high value placed on relationships, individual 
contributions, and collective support within the educational field. They feel they are 
achieving in their roles and that they are contributing to the ultimate goals of their 
schools 

 
Á Managers in both the primary and secondary sectors are generally positive about the 

level and quality of their control, support and relationships, but less positive about the 
level of demands placed upon them and the impact this has on their personal wellbeing 

 
Á Teachers and support staff also show a number of areas of solid strength, although - over 

their time in education - it is apparent that their perceptions become less positive  
 

Á The data from our secondary schools indicates a weaker picture than that of the primary 
schools 

 
Teachers 
 
Á In their first year, teachers in general have a very positive outlook. This decreases after 

this first year and continues to decrease over their time working in education 
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Á Secondary teachers seem to experience a far sharper decline in ratings after the first 

year in education than primary managers. Increased training and support over the first 
few years in the sector could help to improve this picture 

 
Á By the time secondary teachers have been in education for 15 years or longer, they have 

very low perceptions of their own wellbeing; when looked at by age, it is the 40-59-year-
old secondary teachers who have the poorest perceptions of their own wellbeing, which 
has potentially large implications for retention 

 
Á In general, teachers who have been working in education for 8 years or more identify a 

need for opportunities to develop and advance; finding ways of offering them these 
opportunities could help to prevent them going down the same track 

 
Support staff 
 
Á Support staff are a generally positive group of staff 
 
Á Primary support staff’s wellbeing ratings do fall after their first year in education, but 

they seem to maintain a reasonably consistent, positive profile throughout their time in 
education 

 
Á Secondary support staff are generally a lot less positive after their first year than primary 

support staff 
 
Á Consultation, decision making, communication, and training in managing change are key 

areas that require work for this group of staff 
 

Managers 
 
Á Managers in both the primary and secondary sectors in general enjoy their jobs and feel 

they contribute to the success of the organisation 
 
Á However, workload, working hours, role strain and worklife balance are key areas of 

concern for this group and such high levels of pressure may not be sustainable in the long 
term 

 
Á This could have a possible impact on the 40-59 age group and their retention up until 

retirement age 
 
Summary of the conclusions and recommendations 
 
Worklife Support recommend further, deeper use of the invaluable insight we have gained 
from the wealth of data collected during the London Pilot Programme to inform future staff 
development in schools and across the wider Children’s Services: 
 
Á There is a need to build on the awareness raised during the pilot that staff wellbeing is 

key to continuing staff effectiveness. The strong relationships, informal support networks 
and solid shared values that already exist in many schools are a good starting point from 
which to do this 
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Á Schools and local authorities should be encouraged to use the data generated from the 

programme, establishing firm links with recruitment, retention and ongoing CPD 
 
Á We would recommend that schools and local authorities collect more robust data on staff 

absence and turnover to show both the impact of the programme on staff and its future 
potential 

 
Á Engaging a critical mass of schools in a local authority will place the programme as a 

strategic evaluation tool at school and local authority level 
 
Á The data indicates that key groups of staff, including headteachers and mid-career 

teachers, need to be recognised as at-risk groups. Further interventions should be 
resourced for these groups 

 
Á Further case studies of the issues that impact upon secondary school staff’s wellbeing are 

needed so that models of good practice can be developed and promoted 
 
Á We would recommend Continuing Professional Development that emphasises stress 

resilience within a personal and professional framework 
 
Á The success of this inclusive programme is dependent on the commitment of school 

leaders, facilitators seeing themselves as change champions, and the involvement of key 
local authority personnel who are at - or report directly to - deputy-director level 

 
Á The issues raised by the different role groups - teachers, support staff and managers in 

primary and secondary schools - should be taken as a clear indication of the key 
inhibitors to wellbeing. We would suggest that these are taken into account at all levels 
within school and local authorities 

 
Á The wealth of in-depth knowledge gained over the course of the London pilot and 

detailed in this report can be utilised to assist the recruitment, retention and improved 
effectiveness of high-quality staff in London schools 

 
The Well-Being Programme is an ongoing process that has clearly already begun to impact 
positively upon the overall effectiveness of the staff teams within the participating schools. 
A continued focus on the area of staff wellbeing on the part of both local authorities and 
schools will help to bring about a deeper cultural shift within London’s education sector. 

 
 

 
 

 



 

 
 

 
London Well-Being Pilot Programme, Evaluation report, January 2006   
 
Published in 2006 by Worklife Support Ltd. The copyright of all the material contained within this document  
(unless otherwise stated) is owned by Worklife Support Ltd. Copyright © 2006 Worklife Support Ltd 

1 

The London Well-Being Pilot Programme 

1 INTRODUCTION 
 
 
 

In the spring of 2003, the DfES Teacher Retention Unit agreed to fund 15 local authorities to 
pilot the Worklife Support (WLS) Well-Being Programme in London as part of their strategy 
to attract, motivate and retain the best staff for the Capital’s schools. The pilot was to be 
made up of two complementary programmes: the Well-Being Programme and the Employee 
Assistance Programme (EAP), with the respective aims of supporting both schools as a whole 
and the individuals who work within them. Experience has taught us that working at both an 
organisational and an individual level simultaneously is the most effective strategy and this 
was considered the most appropriate model for the London Well-Being Pilot Programme. 
  
1.1 Well-Being – The Background 
 
The London Well-Being Pilot Programme was set in a period of significant change across the 
national educational scene. With a view to improving, extending and bringing together 
services, local authorities and schools have been required to examine closely how they are 
organised and run, as well as the contribution they are making – and could make - to their 
local communities. These changes in the education sector have increased in momentum 
throughout the period of the London Pilot Programme and will continue to affect all those 
working in the field for the foreseeable future. Strategies such as the Remodelling Agenda, 
Extended Schools and the integration of Children’s Services have provided a fulcrum for 
change throughout the country.  
 
Within London itself, particular challenges specific to the Capital were evident. In response 
to this fact, “London Challenge” was launched in 2003 with the objectives of: 
 
Á breaking the perceived link between social disadvantage and low educational attainment 

 

Á providing a better deal for London students, teachers, leaders and schools 
 

Á recreating a London considered to be the pinnacle of the teaching profession - a “beacon 
for the rest of the country” 

 
The initiative also constituted a catalyst for change in the London educational system. As 
Stephen Twigg, then Schools Minister, said: 
 

“A key component of the London Challenge must be to support teachers here in London. 
I know… that recruitment and retention of high quality staff is perhaps the biggest  

single London-wide challenge.”1 
 
With this in mind the, DfES recognised the need to attract, motivate and retain the highest 
quality of people to work in the Capital’s schools. It is widely understood that positive 
working environments in which staff feel engaged, empowered and supported in the work 
they do are vital elements in achieving this goal. To help London schools deal with the 

                                                 
1 Stephen Twigg, former Schools Minister, speaking of London Challenge at the London Education Show, September 2003 
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challenges ahead and to address the need for a high-quality workforce, the DfES examined 
initiatives from around the country to see what lessons could be learned.  
 
Worklife Support’s programmes aim to create the best possible working environment – one 
in which staff feel valued as part of the school team and inspired and empowered to work 
together to achieve the aims of their school and enhance the learning experience of their 
pupils. Before the London Pilot began, WLS had been working in 15 local authorities outside 
London, with over 7,000 school staff nationwide. The company already had an established, 
and growing, reputation for promoting and developing the working culture and ethos of the 
schools and local authorities on their programmes and for putting school staff back in touch 
with their passion. 
 
The first, highly successful Well-Being Programme began in Norfolk in 1998 and the 
evaluation of this pilot by Opinion Leader Research in 2002 showed very favourable results: 
 
Á 89% of headteachers surveyed rated school culture better or much better since joining 

the Well-Being Programme 
Á 88% rated staff performance better or much better 
Á 86% rated overall school effectiveness better or much better  
Á 80% rated communication between staff better or much better 
Á 93% rated communication between staff and pupils better or much better 
Á 80% rated morale better or much better  
 
The Norfolk Well-Being Programme is still going from strength to strength and currently 
involves 80% of the authority’s schools. Norfolk County Council recently publicised figures 
suggesting a notable fall in the numbers of staff taking stress-related sickness absence over 
the last few years, attributing this fall to the Well-Being Programme (see section 3.8 of this 
report for further details). 
  
Firm in the belief that there is a close link between staff wellbeing and their performance 
as a motivated and committed team, WLS were excited at the possibility of contributing to 
an improvement in the working lives of school staff in London. Within the ever-changing 
educational climate, the Well-Being process works to create the space in which all staff in 
London schools can manage themselves and support others to push forward the educational 
agenda, enhance their own training and development and improve provision for their pupils. 
This is what WLS set out to achieve - and one headteacher on the London Pilot reiterates 
the importance of these goals:  
 

“I would wholeheartedly recommend the Well-Being Programme. At a time of unprecedented 
educational change, it has served as a timely reminder of the importance  

of investing in the wellbeing of the staff who represent our most valuable resource.  
In particular, the Well-Being survey provides schools with very clear feedback about  

strengths and areas for development in this crucial aspect of school life.” 
Andy Yarrow, Headteacher, Hornsey School for Girls, September 2005 

 
1.2 The London Pilot Programme 
 
The DfES and Worklife Support set out in partnership to bring about a happier, healthier and 
more productive working environment for all groups of staff working in London schools, with 
the ultimate aim of retaining the skilled personnel of this essential workforce. The DfES 
signed up to the following national aims of the Well-Being Programme: 
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1. To make sustainable improvements in the wellbeing of all staff working in education 

2. To promote supportive and well-informed managerial practice, which actively 
develops healthy workplaces, focusing upon organisational progress 

3. To enable staff as individuals and in groups to manage successfully the pressures they 
face 

4. To use a range of evaluation methods in order to: 
Á identify strengths and weaknesses 

Á measure progress systematically 

Á inform action taken as a consequence 

Á establish effective means of achieving success in different contexts 

5. To provide a means of networking information and research about best practice 
 

A WLS Co-ordinator oversaw and project managed the programme and also worked at an 
operational level in the participating schools; a Local Authority Lead Partner managed the 
strategic development at local authority level; and one or more school-based facilitators 
acted as champions within each school.  
 
1.2.1 The Well-Being Programme 
 
The Pilot Programme offered the following to each participating school: 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Á Induction of key Well-Being personnel (“facilitators”) 

The Facilitator Induction comprised activities aimed at unpicking what ‘wellbeing’ is and 
raising awareness of its vital importance within schools, as well as sharing good practice 
of how best to ensure all-staff participation in the Well-Being process. 
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Á The preliminary self-evaluation audit (in Year 1) 
The Organisational Self-Review Measure (OSRM), designed specifically for education 
based on the HSE’s Management Standards, offered school staff an anonymous, 
confidential forum in which to consider their own quality of life – both at work and more 
generally – and to highlight any areas of collective concern. It also provided the 
opportunity for local comparison (using data from other London boroughs in the pilot) 
and national comparison (using national figures). 
 

Á The individual, professional feedback consultation 
This in-depth, face-to-face meeting between the Worklife Support Co-ordinator and a 
school’s Well-Being team (headteacher and facilitators) was an opportunity to look in 
depth at the data from that school’s recent OSRM survey and consider this data within 
the school’s individual context. At this meeting, the school’s Well-Being team were also 
encouraged to think about how they might proceed and were given guidance on planning 
their next steps and encouraging all staff to participate in the Well-Being process. 
 

Á Ongoing Facilitator Network Meetings 
Termly meetings offered groups of facilitators further face-to-face support from their 
local WLS Co-ordinator as well as the opportunity to share ideas and best practice. 
 

Á The second, phase two self-evaluation audit (in Year 2) 
A second study took place about 12 months after the first, offering schools the 
opportunity to evaluate their own progress and consider areas for future work. 

 
1.2.2 The Employee Assistance Programme (EAP) 
 
All staff in schools on the pilot programme were given access to the Worklife Support 
Employee Assistance Programme. The EAP provided a confidential, individual service to 
every member of staff in every participating organisation, as well as their immediate family 
and household members. The EAP had previously been offered as a separate, additional 
service, but was incorporated into the wider Well-Being Programme in the case of the 
London Pilot as it was felt to offer an important individual service that would complement 
the holistic, organisation-focused nature of the Well-Being Programme – and thus make the 
Pilot Programme a well-rounded, high-value product.  
 
The EAP offers a range of information, advice and counselling services to individuals and is 
intended to be used proactively – as the ‘first port of call’ for all those who have access to 
it. The WLS EAP can help all staff to achieve a more effective worklife balance and is also a 
powerful personal-development resource – encouraging individuals to be proactive in 
enhancing their professional and interpersonal effectiveness.  
 
The services offered by the EAP include:  
 
Á professional information and advice on issues ranging from childcare and housing through 

to legal rights and finances 
Á personal and professional coaching and support 
Á counselling 
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The Well-Being Pilot Programme for London Schools began with a local authority bidding 
process and 15 successful authorities were chosen in the summer of 2003. The first cohort 
of three local authorities (Harrow, Redbridge, and Newham) embarked on the Well-Being 
Programme in September 2003. In late autumn of the same year, Hammersmith and Fulham, 
Haringey, Havering, Hillingdon, Southwark, and Westminster joined the programme. The 
third cohort (comprising Bexley, Croydon, Ealing, Hounslow, and Lewisham) commenced 
their programmes in January 2004, with Greenwich joining in March. 
 
As of mid October 2005, when the data for this report was downloaded 6 weeks prior to the 
end of the London Pilot Programme, a total of 356 schools had completed their first OSRM 
survey, 207 of which had completed their second, with one school having entered the third 
phase of the programme. A further 22 schools joined the programme on an EAP-only basis. 

 
1.3 Why Well-Being? 
 
1.3.1 Wellbeing and stress 
 
At Worklife Support we understand that when we rise to the challenges in our lives, perform 
well, feel exhilarated and good about ourselves, and our relationships with others are 
relaxed and positive, we are experiencing ‘wellbeing’. Growing evidence suggests that 
there is a strong correlation between levels of employee wellbeing and levels of sickness 
absence, motivation and creativity at work. Stress, on the other hand, is an individual’s 
adverse reaction to excessive pressure or other types of demand. Whilst appropriate levels 
of pressure can help us to rise to the challenges we face, its negative effects can arise 
when there are too many demands, people put excessive pressure on themselves or their 
coping strategies aren’t effective enough. In that sense, stress triggers the opposite 
reactions to wellbeing. 
 
Almost 40 million working days are still being lost purely to occupational ill health or injury 
every year, equating to an annual loss of 1.7 days per individual worker2 – and there is 
evidence that employees in local government and the education sector are nowadays facing 
greater day-to-day pressure than most other employees in the UK workforce. In addition, a 
recent survey undertaken on behalf of the National Association of Headteachers (NAHT) 
shows that headteacher stress levels are rising at an alarming rate. Currently, 38% of 
sickness-absence days taken by headteachers are due to work-related stress, which 
represents a rise of 26% over the same period in the previous year3. 
 
From our work with schools and local authorities, we know that they are increasingly 
concerned about the effects of workplace stress – yet it is important to emphasise that 
much can be done by both employees and employers to prevent, manage or alleviate 
negative stress and to promote health and wellbeing in the workplace.  
 
1.3.2 Recruitment and retention 
 
Over the last 10 years, the recruitment and retention of teachers within the London area 
has become increasingly challenging. Indeed, several local authorities have taken steps to 
seek staff from as far a field as New Zealand. As reflected in the “London Challenge” 
agenda, both central and local government have continued to focus on attracting new, high-

                                                 
2 Source: Health and Safety Executive (data from 2003/04) 
3 Source: NAHT press release, 18 November 2005 
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quality staff to London, keeping them and preparing them to lead the schools of the future. 
Demographic data from our own survey suggests that more than 1 in 5 members of school 
staff are over the age of 50 and well over half are over 40. These statistics indicate that a 
large proportion of school staff is likely to retire within the next 15 years. While 
improvements in pay and the provision of incentives to attract new staff into schools have 
proved successful, several local authorities have told us that retention remains a key issue. 
As a result they see the Well-Being Programme as playing a vital role in informing them 
about how the feelings and motivations of staff working in their schools. The Well-Being 
data helps them to identify areas of need so that they can plan for the future. Within 
schools themselves, headteachers acknowledge that creating a positive working atmosphere 
not only improves the lives of staff, but also encourages them to stay. 
 

“Some might see the idea of wellbeing as a soft area – not a central focus.  
We disagree. It brings staff into the school, retains them and creates increasingly  

positive, trusting relationships between staff and pupils. What better environment  
in which to work and learn?” Headteacher 

 
1.3.3 Legal responsibilities, including Duty of Care 
 
Along with all employers, schools have a legal duty of care for the health, safety and 
welfare of their employees4 and a duty of care to carry out (and act on the findings of) risk 
assessments for workplace hazards, which include work-related stress. Responsibility for 
this is particularly complex in schools with the head, the governors and the local authority 
holding responsibility in different ways. However, the Health and Safety Executive has 
helped to clarify this division of responsibility with their establishment of the Management 
Standards for Work-Related Stress. Worklife Support have worked, and will continue to 
work, in close partnership with the HSE within the field of education to promote a healthy 
workplace within education - and the Well-Being Programme’s OSRM survey is based upon 
these Management Standards. Schools and local authorities who participate fully in our 
Well-Being Programme and offer an Employee Assistance Programme to their staff are well 
placed to demonstrate fulfilment of their own duty of care to their employees. 
 
Occupational stress cases are an area of increasing concern for employers, and a number of 
recent cases have confirmed that employers are at risk of being found liable for psychiatric 
injury suffered by their employees. This is frequently recognised by local authorities, who 
are aware of their own liability.  
 
In the case of Barber versus Somerset County Council (2004)5, a teacher brought a claim for 
damages against his employer on the grounds of injury to mental health. This case helped to 
clarify how far an employer’s Duty of Care extends to the mental health of employees. The 
Court of Appeal set out some guidelines on an employer’s Duty of Care in relation to 
psychiatric injury, which were given virtually unqualified approval by the House of Lords 
and therefore stand as good law. In the course of the Court of Appeal ruling, Lady Justice 
Hale stated that “Any employer who offers a confidential counselling service with access to 
treatment is unlikely to be found in breach of duty”.  
 
Following the House of Lords’ final ruling towards the claimant, legal advice has been 
amended. Employers are encouraged to carry out regular risk assessments for stress, look 

                                                 
4 HSWA 1974 
5 One of four conjoined appeals in the Court of Appeal, better known by the lead case, Hatton v Sutherland [2002] 
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out for signs of stress among the workforce, ensure that employees are asked about their 
stress levels on a regular basis and that a record is kept of the response, and consider the 
benefits of offering employees a confidential advice or counselling service. The Worklife 
Support Well-Being Programme and Employee Assistance Programme can offer much needed 
information and support to employers in all these areas. 
 
In addition to the steady flow of legal rulings that are catapulting workplace stress to the 
top of employers’ agendas, the government announced a new Health, Work and Wellbeing 
strategy in October 20056. This new strategy lays out a blueprint for (a) improving the 
health and wellbeing of the British workforce as a whole, therefore minimising the risk of 
employees becoming sick in the first place; (b) offering appropriate care and support for 
sick employees; and (c) enhancing the retention of employees by supporting them during 
periods of transition.  

 
1.3.4 Well-Being and Self-Evaluation 
 
Within the education sector, the push towards School Self-Evaluation and shorter, sharper, 
more frequent Ofsted inspections is one major change in practice that is at the forefront of 
headteachers’ minds today. Self-Evaluation is, in effect, a continuous process that focuses 
on the core function of schools and provides the starting point for strategic planning, 
inspection and work with School Improvement Partners. The Well-Being Programme’s 
Organisational Self-Review Measure (OSRM) is a structured, education-specific audit tool 
through which to consult staff annually on criteria for a healthy and effective workplace, 
providing excellent evidence for evaluation purposes. The implications of follow-up actions 
taken after this type of evaluation are wide-ranging, potentially impacting on recruitment, 
retention, stress-related absence levels and school effectiveness as a whole. 
 

“The Well-Being survey was very useful for our S4 [self-evaluation]. Ofsted praised our  
knowledge and understanding of staff issues and the steps we have taken in response to them.” 

Headteacher, Well-Being special school, London 
 
1.3.5 Wellbeing and performance 
 
Nowadays there is a growing awareness of the inextricable relationship between an 
individual’s personal wellbeing and his or her performance – both within and outside of the 
educational sector. One example is the National Healthy School Standard, which links staff 
health and wellbeing to the health and wellbeing of a school as a whole. SEAL (the Social 
and Emotional Aspects of Learning Programme) and the Behaviour and Attendance module 
of the KS3 Strategy also advocate that adults who model emotionally literate behaviour will 
influence the wellbeing and performance of the children with whom they work. To put such 
initiatives in context, ‘emotionally healthy’ pupils have been found to perform better than 
those with lower emotional health. It is also widely recognised that the emotional health of 
adults working in education is crucial to the quality of education being offered to pupils. 
 

“If you want to put the children first, you first have to put the children second.”  
Local authority Lead Partner, Well-Being Programme 

 

                                                 
6 “Health, work and well-being – caring for our future, A strategy for the health and well-being of working age people”, HM Government 
(October 2005) 
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1.3.6 Wellbeing initiatives – recent thinking 
 
Although there is widespread acknowledgement that it can be difficult to measure - and, 
most critically, demonstrate in clear business terms – an immediate return on investment 
from employee health and wellbeing initiatives, recent research from wellbeing consultancy 
Vielife7 suggests that workplace wellbeing programmes can produce a return on investment 
of almost 400%. The same study found that staff with ‘poor’ health were around 20% less 
productive than their healthier counterparts, therefore effectively working for one day 
fewer each week. 
 

“In a knowledge economy, improving working life is one of the most effective strategies for 
improving business performance – not a nice, soft, squidgy alternative to it.”  

Duncan Brown, Assistant Director General, CIPD8. 
 
Research also shows that ‘stress management’ is not a concept that motivates people; 
instead, people respond positively to ‘strength and resilience programmes’. This echoes the 
significant shift in focus that has taken place across the board – from specifically tackling 
work-related illness to improving and maintaining employee health, and therefore 
productivity – and precisely describes the Worklife Support Well-Being Programme. 
 
1.3.7 In summary 
 
The case for implementing wellbeing intervention programmes such as the Well-Being Pilot 
Programme for London Schools is put succinctly by Robertson Cooper in their 2005 report 
for the Health and Safety Executive9: 
 
“The scientific literature contains evidence that quantifies the link between QWL (quality 
of working life) factors, such as wellbeing or organisational commitment, and performance 
(e.g. Russell & Wright, 1999). 
 

In summary, scientific research shows that high performance, wellbeing and commitment 
are all connected. The drivers of high performance and organisational effectiveness are 
high performance work practices [e.g. performance management systems and 360˚ 
appraisal] and practices that improve wellbeing and commitment.” 

 
1.4 This Report 
 
1.4.1 The purpose of the report 
 
At the end of November 2005, the London Well-Being Pilot Programme drew to a close 
having worked with a total of 378 of the Capital’s schools, in 15 of its boroughs. By this 
time, Worklife Support had worked in a variety of capacities with more than 60 local 
authorities across the country and held a database containing almost 70,000 individual 
surveys. Nearly 20,000 of these surveys were completed by staff in London schools.  
 
Needless to say, over the 2 years of the London Pilot Programme, Worklife Support amassed 
a huge amount of experience, expertise and knowledge regarding the situation of education 

                                                 
7 Vielife / IHPM Health and Performance Research Study (October 2005) 
8 Source: Personnel Today (25 October 2005) 
9 “Case study: Establishing the business case for investing in stress prevention activities and evaluating their impact on sickness absence levels”, 
prepared by Robertson Cooper for the Health and Safety Executive, 2005 
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in the British Capital. It is this wealth of information from London that we seek to share in 
this evaluation report.  
 
This document seeks to evaluate our work, celebrate our successes, share the lessons we 
learned along the way and outline the depth of knowledge we have gained in order to 
provide a platform for future development. To this end, we have gathered together 
evidence from a combination of quantitative and qualitative sources. Due to the nature of 
the work undertaken, it was felt that only such a wide range of evidence could accurately 
capture the perceptions of the people and organisations with whom we have worked. 
 
1.4.2 The methodology 
 
Both formative and summative data have been used to monitor and evaluate the pilot. The 
formative data was reported to schools, local authorities and the London Strategy Group 
over the course of the programme, was used as the basis of action plans and has informed 
the ongoing dynamic of the pilot. The summative data has originated from an evaluation 
that was carried out as the Pilot Programme drew to a close. 
 
1.4.2.1 Quantitative data 
 
This data comes in several different forms: 
 
Á 19,468 OSRM surveys (across years 1 and 2 of the London Pilot Programme) 
Á EAP utilisation data 
Á Leadership team coaching utilisation data 
Á Questionnaires to all 354 headteachers and 511 facilitators on the programme (sent by 

independent researchers) resulted in a combination of quantitative and qualitative data 
 
The primary source of quantitative information in this report is the data from the two 
online Organisational Self-Review Measure (OSRM) studies that each school undertook. In 
total across both phases, 19,468 online surveys had been completed by the time the data 
was collected on 10 October 2005. This OSRM data has been further broken down by 
demographic group in order to give a more detailed picture of staff with different roles 
(teachers, support staff and managers) in the principal school types in the Capital (primary, 
secondary and special schools) across their years working in education. 
 
Quantitative data on EAP utilisation has also been included in this report. This information 
was collected by the EAP intake assessors and counsellors during or shortly after calls to the 
service and relates to completed cases that were opened in or after November 2003 and 
closed before the end of June 2005. In addition, utilisation data from the leadership team 
coaching pilot has also been reviewed. Structured questionnaires posted to all headteachers 
and facilitators also provided some quantitative data (see Appendices 2 and 3). 
 
1.4.2.2 Qualitative data 
 
A range of qualitative data has also contributed to this evaluation: 
 
Á Questionnaires to all 354 headteachers and 511 facilitators on the programme (sent by 

independent researchers) resulted in a combination of quantitative and qualitative data 
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Á Telephone interviews of a 10% sample of headteachers (conducted by independent 
researchers) 
Á Facilitator focus groups (conducted by independent researchers) 
Á Local authority focus group 
Á EAP counselling services feedback forms 
Á Delegate evaluations from Well-Being Development Workshops, offered to support the 

programme 
Á Delegate evaluations of leadership team coaching 
 
To supplement the large amount of quantitative data available, the independent research 
agency NA Global was commissioned to assess the awareness, impact and sustainability of 
both the Well-Being Programme and the Employee Assistance Programme in supporting staff 
health and effective workplaces. This primarily qualitative research sought to compare and 
contrast the perspectives of both the headteachers and facilitators involved in the 
programme through structured postal questionnaires (see Appendices 2 and 3); semi-
structured telephone interviews with a 10% sample of the headteachers; and a series of 
focus groups with the facilitators. 
 
Further feedback was sought from a focus group of Local Authority Lead Partners in order to 
gain their views on the local implementation of the London Pilot Programme and the use of 
the Well-Being data within the local authorities. In addition, we have looked at feedback 
received from clients of the EAP counselling services, delegates at Well-Being Development 
Workshops and delegates on the small leadership team coaching programme piloted by 
Worklife Support. 
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The London Well-Being Pilot Programme 

2 EVALUATING THE IMPACT OF THE LONDON PILOT PROGRAMME 
An analysis of the Organisational Self-Review Measure (OSRM) and Employee Assistance 
Programme (EAP) data 

 
 
 
2.1 Introduction 
 
Teachers, managers and support staff in participating schools have indicated a clear rise in 
their wellbeing during the two years of the London Pilot. This is a very positive outcome 
considering the relatively short duration of the pilot and the fact that many schools taking 
part had only participated for 18 months (or, in a few cases, even less) at the time of the 
evaluation. Many of the benefits of the Well-Being Programme will only begin to be seen 
over a longer period of time on the programme, but the increase in ratings over just two 
surveys shows that schools in London have made a great start. 
 
In the Organisational Self-Review Measure (OSRM), 80% of the statements across all pilot 
schools in London showed an increase in ratings over the course of the programme. In 
primary schools, 89% of statements showed a rise between year one and year two; in 
secondary schools, 63% of statement ratings rose during the programme. Differences in 
impact between different sectors will be an issue for further investigation.  
  
To evaluate the impact of the Well-Being Programme in these schools, we have used 
quantitative data from the OSRM surveys completed as well as EAP utilisation data. Case 
studies, questionnaires, interviews and focus groups form the range of qualitative data. 
 
For the purposes of this report the quantitative data has been broken down into the three 
main role groups: teachers, managers and support staff; and the three main school types: 
primary, secondary and special. Additional demographic data recording years in education, 
years at the school, and age enables us to look deeper within these groups.  
 
This section and section 3 of this report will focus on: 
 
Á   assessing the overall impact of the Well-Being Programme on managers, teachers and 

support staff in London schools 
Á  identifying the factors that staff feel contribute to their wellbeing and personal and 

professional effectiveness 
Á  identifying the areas that inhibit personal and professional effectiveness 
Á  analysing the utilisation of the WLS Employee Assistance Programme and its usefulness 

as a tool to support staff personally and professionally 
Á  examining the views of two key players in the programme: headteachers and facilitators 
Á  looking at the perspective of the Local Authority as a partner in the implementation of 

the Well-Being Programme 
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2.1.1 The initial online audit of staff perceptions  
 
As part of the Well-Being Programme, all staff were asked to complete the confidential 
Organisational Self-Review Measure (OSRM), a survey comprising 72 positively framed 
statements grouped into eight sections. The first seven sections of this online audit of  
staff’s perceptions of their own wellbeing are based on the Health and Safety Executive’s 
risk factors for work-related stress10. The eighth section is a measure of personal wellbeing 
adapted from an Occupational Stress Audit produced by OSA Ltd. There is a final section of 
20 objectives, from which staff are asked to choose their top five.  
 
This key evaluative tool is made up of the following sections:  
 

Section Section title Example contents 
1 Culture Á Mutual support and the sense of valuing one 

another 
Á Pride in their achievements 
Á Belief in the organisation 
Á Communication 
Á Planning 
Á Consultation 
Á Working hours 
Á Worklife balance 

2 Demands Á Job satisfaction 
Á Skills and training 
Á Resources 
Á Workload 
Á Physical environment 

3 Control Á Control over their work 
Á Control over the decisions that affect them 

4 Relationships Á Relationships between staff 
Á Discrimination, harassment, respect, fairness 

5 Change Á Change processes from planning to evaluation 
Á Level of engagement and involvement 

6 Role Á Understanding of their own role and those of 
others 

Á Ability to perform their role 
7 Support Á Informal support from colleagues 

Á Formal support from training and development 
opportunities 

Á Health and Safety 
8 Personal wellbeing Á Stress management/resilience 

Á Balance between pressure and challenge 
 
The survey’s reliability was validated by Birkbeck College, with consultancy support 
provided by staff in the Department of Organisational Psychology.   
 

                                                 

10 Tackling Work-Related Stress: a manager’s guide to improving and maintaining employee health and well-being, HSE, 2001 
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2.1.2 The demographics 
 
19,468 OSRM surveys were completed by staff in total over the two-year programme. 356 
organisations completed OSRM studies in Year 1 and 207 organisations completed second 
studies before 10 October 2005. According to the demographic data collected at the end of 
each survey, the age profile of the staff who took part in the London Pilot Programme is: 
 

Year 1 Year 2 
Less than 20 years old 0% Less than 20 years old 1% 
20 to 29 years old 16% 20 to 29 years old 16% 
30 to 39 years old 25% 30 to 39 years old 24% 
40 to 49 years old 31% 40 to 49 years old 32% 
50 to 59 years old 20% 50 to 59 years old 21% 
60 years old and over 3% 60 years old and over 3% 
Not given 5% Not given 3% 
Total 100% Total 100% 

 
These percentages are likely to reflect – at least in part - the profile of the employees 
working in the educational field in London. It is noteworthy that around 40% of staff are 
between 20 and 39 years of age and about 53% of the staff are between 40 and 59. Fuller 
details of the demographic data are given in Appendix 1. 
 
2.2 Overall impact 
  
It is clear from figure 1.1, overleaf, that overall ratings for all sections of the survey11 rose 
between Phase 1 (Year 1) and Phase 2 (Year 2), with the sections on ‘Culture’, ‘Demands’ 
and ‘Change’, showing the largest increases. It is also evident that ‘Relationships’ continues 
to be the strongest section in the OSRM for staff working in education. Indeed, the fact that 
the overall rating for this section has risen in year two despite its already extremely solid 
year one position is a clear indication that the Well-Being Programme encourages 
sustainability in areas of strength.  
  

“I think in our school it raised awareness of how much one group appreciated the other  
but hadn’t actually said it.” Facilitator at focus group, October 2005 

 
This positive picture of sustainability is also seen in the ‘Role’ and ‘Support’ sections, which 
were other areas of relative strength in year one.  

                                                 

11 The overall mean rating for each section of the OSRM is an amalgamation of each individual response to each individual statement within that 
section 
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Figure 1.1: All staff all schools by section, both years
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The following very positively rated statements12 show that staff have a high level of pride in 
and commitment to their work. They are clear about the tasks they need to undertake and 
feel that they perform them well. Staff feel they are supported through training as well as 
informally by each other. 
 
Section Statement Rating13 
Support I feel I am doing a good job 4.23 
Role I feel that I contribute to the success of the 

organisation 
4.20 

Support I can always find a sympathetic ear or helping hand 
if I need one 

4.15 

Role I am clear about my roles and responsibilities 4.15 
Demands I rarely think my job is dull or boring 4.11 
Culture We are achieving things we can be proud of 4.11 
Role I feel comfortable in my role 4.10 
Support I feel competent and properly trained to do my job 4.06 

 
Other very positively rated statements are those on fairness at work - statements relating to 
discrimination (4.23) and harassment, bullying and victimisation (4.21). The ratings for these 
statements indicate that most staff do not feel that they are experiencing these behaviours 
and this overall sense of fairness at work is likely to underpin the other positive perceptions 
outlined in the table above. 
 
Change - its scale, its pace and its management - represents the biggest challenge for staff 
(see figure 1.1, above). This has been confirmed by anecdotal evidence during feedback 
consultation meetings with headteachers and facilitators. Most people feel a certain natural 
resistance to change and can find the ongoing level and pace of change difficult to deal 

                                                 

12 Average ratings (mean ratings) for all staff in Year 2 of the London pilot 
13 The data from the survey is rated on a 5-point scale with 5 being the strongest possible level of agreement with the statement. Ratings above 
3.0 indicate general agreement with the statement and a positive outlook; ratings above 4 therefore demonstrate clear strengths. Conversely, a 
rating of less than 3.0 would indicate disagreement with a statement and could highlight an area for development 
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with. Change is also inextricably linked to communication, consultation and decision making 
- processes that need regular review and clarification. In spite of this, overall staff 
perceptions of change have still strengthened noticeably during the period of the pilot. 
 
Another area in which OSRM ratings are consistently less positive is the ‘Personal wellbeing’ 
section – but yet again, this area still sees an overall rise between years one  
and two. 
 
2.3 Breakdown into role groups 
 
When we break the overall section data from figure 1.1 down by role group (i.e. teachers, 
support staff and managers), we can draw more detailed conclusions. 
 
It is immediately apparent from figure 2.1, below, that the Well-Being Programme’s overall 
pattern of positive impact is reflected across all role groups. This is further affirmed by 
figure 2.2, overleaf, showing the percentage shift in ratings over the course of the 
programme, as there are no examples of negative change for any role group.  
 
 
 

Figure 2.1: All schools, sections by role; year 1 and year 2
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Figure 2.2: All schools, sections by role; shift during programme
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2.3.1 Areas of strength in greater depth 
 
2.3.1.1 By OSRM section 
 
2.3.1.1.1 Teachers 
 
Teachers appear to come out with the lowest ratings of all three staff groups across the 
survey but, in figure 2.2, we can still see a substantial rise between the first year of the 
programme and the second. 
 
2.3.1.1.2 Support staff 
 
Relative to the other two role groups, support staff demonstrate a consistently more 
positive profile in the ‘Demands’ section. This may indicate a high degree of flexibility on 
their part as they are possibly the group that has been most affected by Workforce 
Remodelling. They are also far more positive about their ‘Personal wellbeing’ than the other 
two groups, which may be linked to a greater sense of satisfaction with their working hours, 
roles and responsibilities.  
  

  When we consider their consistently high starting point in the first year of the Well-Being 
Programme, the comparatively small percentage rise for support staff between the first and 
second surveys (see figure 2.2), which is evident across the survey but particularly 
noticeable in the ‘Personal wellbeing’ section, makes sense. It is important to remember 
that, even from these high starting points, support staff ratings have still risen in year two. 
 
Arguably the Remodelling Agenda has impacted on the roles of support staff more than those 
of other groups. The fact that they are still showing a positive shift from a higher starting 
point could suggest that the Well-Being Programme has helped them to maintain their 
strengths as they have implemented each phase of the Remodelling Agenda so far. 
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2.3.1.1.3 Managers 
 
It is interesting to note in figure 2.2 that managers appear to show the greatest percentage 
rise in ratings across all sections of the OSRM – and their rises for ‘Culture’, ‘Demands’, 
‘Relationships’ and ‘Change’ have been really substantial. Managers have also given the 
most positive actual ratings for the majority of OSRM sections (see figure 2.1). It is 
particularly interesting to see that the one section in which managers feel far more positive 
than other staff is in relation to ‘Control’, although there would perhaps be an expectation 
that managers have a higher degree of control than other staff as their role is to identify 
strategic priorities and focus on the core functions of their organisations. 
 
2.3.1.2 By OSRM statement 
 
When we look at the OSRM data at statement level for the three main role groups, we are 
able to see with greater clarity what this means for each group. In the table below, we have 
shown the highest-rated statements for each group. 
 

Statements with ratings over 4.0 
Section Statement Rating14 

Managers     Teachers      Support 
Role I feel that I contribute to the success 

of the organisation 
4.50 
 

 4.18 

Demands  I rarely think my job is dull or boring 4.45 4.20  
Culture We are achieving things we can be 

proud of 
4.39 4.12  

Role I am clear about my roles and 
responsibilities 

4.35  4.12 

Support  I can always find a sympathetic ear or 
helping hand if I need one 

 4.22  

Support  I feel I am doing a good job  4.10 4.27 
Role  I feel comfortable in my role   4.12 
 
2.3.1.2.1 Responses from teachers 
 
A closer look at these individual statements that come out with ratings above 4.0 shows that 
teachers generally consider their jobs very stimulating and interesting. It is also worthy of 
note that “I can always find a sympathetic ear or helping hand” is rated very positively by 
this group of staff. This would suggest that teachers, in particular, turn to other members of 
staff in more difficult times. They value being part of a team and the relationships they 
build within that team. 
  
2.3.1.2.2 Responses from support staff 

 
The data in the table above suggests that support staff feel they have clarity of role and 
that they are achieving things in their job and making a worthwhile contribution to the 
organisation. 
 

                                                 

14 Average ratings (mean ratings) for staff in Year 2 of the London pilot 
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2.3.1.2.3 Responses from managers 
 
Like teachers, managers find their jobs highly stimulating and interesting. They also feel 
more strongly than most that they contribute to the success of their organisation. Combined 
with the fact that managers clearly align their own achievements with the achievements of 
the school, this data suggests that managers are perhaps able to achieve satisfaction 
through their work more readily than other role groups.  
 
2.3.2 Areas for development in greater depth 
 
2.3.2.1 By OSRM section 
 

2.3.2.1.1 Teachers 
 

The areas of greatest challenge for teaching staff are ‘Demands’, ‘Change’ and ‘Personal 
wellbeing’. Whilst there has been a noticeable rise in the ratings for each of these sections 
of the OSRM over the course of the programme, the data would indicate that there is still 
much work to be done.  
It is also worth noting that, in both phases, teachers have consistently given lower ‘Control’ 
ratings than support staff. This is interesting given the fact that teachers are generally 
involved in more meetings and therefore, one would assume, more closely involved in the 
decision-making process. So why do they feel less in control than other groups of staff?  And 
how can we work to improve the feeling of control for both teaching and support staff? 
 
2.3.2.1.2 Support staff 
 
The areas of greatest concern for support staff are communication and change. We know 
from our qualitative data that many schools have recognised the need to look at these two 
areas and address them specifically – particularly with regard to support staff. In fact, every 
one of the four facilitator focus groups mentioned improvements in communication systems 
following the first survey. 
 
“It [The Well-Being Programme] showed up issues around the communication between support staff 

and teachers… the survey was able to fine tune it and say that it was a problem, and since then 
we’ve made moves to improve communication.”  

Facilitator at focus group, October 2005 
 

“Well-Being has helped us to realise that communication is a whole-school issue.”  
Mrs Mary Waplington, Headteacher, Sacred Heart Language College, Harrow 

  
2.3.2.1.3 Managers 
 
Managers on the whole show the highest ratings of all three role groups in all sections 
except for the key sections of ‘Demands’ and ‘Personal wellbeing’, where their ratings are 
low. Whilst there are indeed overall increases in the ratings for both of these sections 
between year 1 and year 2, it is evident that managers’ ratings for statements concerned 
with long hours, conflicting priorities and deadlines, the impact of work on personal life, 
and ongoing pressure and stress are still far too low to be sustainable. 
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2.3.2.2 By OSRM statement 
 
When we look at the data at statement level for the three main role groups, we are able to 
see with greater clarity what this means for each group. In the table below, we have shown 
the lowest-rated statements for each group. 
 

Statements with low ratings 
Section Statement Rating15 

  Manag.   Teach.  Support 
Demands  I rarely feel overloaded by my work 2.33 

 
2.38 3.20 

Personal 
wellbeing 

How often do you feel under pressure? 2.67 2.77  

Demands  I do not have to wrestle with too many 
conflicting priorities or tight deadlines 

2.73   

Demands  I can do my job well without having to work 
excessively long hours 

2.75 2.79  

Personal 
wellbeing 

Are you more or less stressed than your 
colleagues 

2.76   

Demands I can do my job well without putting 
excessive demands on myself or my personal 
life 

2.80 2.81  

Personal 
wellbeing 

Are you more or less stressed than 12 months 
ago? 

 2.88 3.00 

Culture All of us get consulted in those decisions that 
affect us 

  3.10 

Control I feel part of the decision-making process   3.21 
Change In times of change we feel part of the 

process 
  3.21 

 
2.3.2.2.1 Responses from teachers 
 
Whilst the statements rated lowest by teachers are ranked marginally higher than those 
given by managers, similarities are immediately apparent. Again all the statements come 
from the ‘Demands’ and ‘Personal wellbeing’ sections and there is a great emphasis on 
workload and the impact this has upon them. It is also curious to note that teachers appear 
to feel that their workload is increasing and we must pause to ask ourselves why - in the 
light of recent educational initiatives - this perception exists. Although the statement “All of 
us get consulted in the decisions that affect us” does not fall in the bottom 5 statements for 
teachers, at 2.91 it does come in very low and demonstrates quite a different opinion. This 
also correlates with the picture shown in figure 2.1.  
 
2.3.2.2.2 Responses from support staff 
 
Even among the statements that were given the lowest ratings by support staff, not a single 
statement has been rated at less than 3.0. This would tend to indicate that when we look at 
the group of support staff as a whole they have a higher level of wellbeing and this appears 

                                                 

15 Average ratings (mean ratings) for staff in Year 2 of the London pilot 
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to have been consolidated and developed throughout the pilot. However, we must still 
consider which areas need to be highlighted for further development for this group. Clearly 
consultation and involvement in decisions they consider affect them individually are very 
important to support staff’s feelings of engagement. 
 
2.3.2.2.3 Responses from managers 
 
As we might suspect from the chart showing managers’ ratings at section level (figure 2.1), 
the lowest-rated statements for managers reflect the high level of demands placed upon 
them and the subsequent strain this puts on their personal wellbeing. As it is possible that 
these areas could pose a threat to health, we must reflect and consider why this is the case 
and what measures could be put into place to prevent it. 
 
Analysis of the data at this level has led to a further interesting observation: when the data 
is cut according to role, both the highest- and lowest-ranked statements belong to 
managers. Indeed, managers appear to dominate both the top and the bottom slices of 
OSRM ratings. However, when we look at how much the statements given low ratings by 
managers in year two have changed since year one, we can see that - although the 
statements remain far lower than they should be - for the most part they have shown the 
largest positive percentage changes in rating. Examples of this are: 
Á “I rarely feel overloaded by my work” rose by 12.2% between years one and two 
Á “I can do my job well without putting excessive strain on my personal life” rose by 10.7% 
Á “I can do my job well without having to work excessively long hours” rose by 9.6% 

 
The evaluation interviews and questionnaires gave further insights into factors that may 
have contributed to these more positive perceptions and the changes managers have made 
in the way they communicate and involve staff in seeking solutions. Some possible 
interpretations for the higher ratings could be: 
 
Á The Well-Being Programme has raised their awareness of the impact on their personal 

wellbeing, which has prompted small changes and different ways of working 
Á The programme has encouraged them to expand change teams to include all staff groups 

and distribute leadership (including for Workforce Remodelling) 
 

“After the first survey we concentrated on management issues… in fact, it was one  
of the most serious issues to come up following the first survey and it didn’t come up  

at all during the second phase.” Facilitator at focus group, October 2005 
 
2.4 Breakdown into school types 
 
Another point to consider is whether these strong positive trends are reflected across each 
of the major school types involved in the Well-Being Programme (primary, secondary and 
special schools), or whether the programme is more likely to have been successful in certain 
types of school. We first look at the year two OSRM section ratings for the above-mentioned 
role groups split into the three different school types in order to identify – and be able to 
compare - the overall strengths and areas for development for each staff group in each type 
of school. We then proceed to look at the percentage change over the course of the 
programme for the same groups of staff. 
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2.4.1 Primary school staff 
 
It is immediately apparent that the primary data shown below very closely reflects the 
overall patterns we have seen. One reason for this is likely to be that primary schools 
represented the largest school type on the pilot programme. 
 

Figure 3.1: Primary schools, sections by role; year two
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Figure 3.2: Primary schools by role; shift during programme
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The top five development priorities chosen by primary school staff in Year 2 of the London 
Pilot Programme are as follows, where 1 indicates the top priority and so on: 
 
Development priority Teachers Support 

staff 
Managers 

9.2 Make roles and responsibilities clearer  4  
9.3 Open up our channels of communication 5 3  
9.4 Closer links between managers and staff 4 2  
9.7 More career development opportunities  5  
9.9 Get a better worklife balance 2  2 
9.10 Improve and balance workloads 1  1 
9.11 Improve the physical environment   4 
9.12 Acknowledge our achievements more 3 1 3 
9.13 Organise ourselves more effectively   5 
 
It is interesting to note from this data that the top three development priorities for primary 
teachers and primary managers are identical and that the only priority chosen by all three 
role groups is ‘9.12 Acknowledge our achievements more’. Support staff are the only role 
group who do not consider tackling workload/worklife balance as a top priority. Managers 
are the only role group who do not prioritise making closer links between managers and 
other staff and opening up the channels of communication. 
 
2.4.2 Secondary school staff 
 
The secondary charts show a very different picture from that depicted in the primary charts. 
While we can see that the group reflecting positive change are still the managers, the 
picture for teaching staff - although still mainly indicating a positive increase – seems to 
have become more negative with regard to ‘Control’ and ‘Relationships’; and the same can 
be said for the ‘Change’ and ‘Personal wellbeing’ sections for support staff. 
 
In section 4 of this report, we will look in greater detail at the pictures for all role groups in 
both the primary and secondary sectors and, in doing so, will identify and pose questions 
about the areas of increased challenge illustrated overleaf. 
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Figure 4.1: Secondary schools, sections by role; year two

2.80

3.00

3.20

3.40

3.60

3.80

4.00

W
ELL

BEIN
G O

VERALL

1.C
ULT

URE

2.D
EMANDS

3.C
ONTROL

4. 
RELA

TIO
NSHIP

S

5. 
CHANGE

6. 
ROLE

7. 
SUPPORT

8. 
PERSONAL

Teachers Year 2 Support Year 2 Managers Year 2

 
 

Figure 4.2: Secondary schools by role; shift during programme
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The Well-Being Programme has been a considerable success in many secondary schools, 
providing them with valuable information about the feelings and attitudes of their staff as 
well as a process through which to gain their participation. However, other secondaries have 
been less successful. If we look at the common factors between our successful secondary 
schools, the following features are usually present: 
 
Á There is a high-profile champion for the programme within the school - usually a member 

of the senior management team 
Á There is a group of facilitators rather than just one 



 

 

 
London Well-Being Pilot Programme, Evaluation report, January 2006   
 
Published in 2006 by Worklife Support Ltd. The copyright of all the material contained within this document  
(unless otherwise stated) is owned by Worklife Support Ltd. Copyright © 2006 Worklife Support Ltd 

24 

Á The head actively backs the programme 
Á Time is given for staff to complete the online survey 
Á Inset and staff meeting time is given over to Well-Being 
Á There is a strong culture of self-evaluation within the school 
Á Well-Being forms part of the School Improvement Plan 
 
One of the secondary schools in which Well-Being was successfully implemented was Thomas 
Tallis High School in Greenwich: 
 
 
Case study A 
 
Thomas Tallis High School is a very large secondary with around 230 staff and 1,650 pupils. 
Continuous self-evaluation and development is a key feature of this school and the 
management team felt that the Well-Being Programme would provide an invaluable tool to 
garner the views of the whole school staff. The programme has been strongly championed by 
Douglas Greig, who as Assistant Headteacher has been the member of the senior 
management team responsible for facilitating the Well-Being process in the school and 
leading the Well-Being team.  
 

The response rate in the OSRM survey was very good for a school of this size (60% in year 
one; 63% in year two) and the encouragement and support given to staff to complete the 
OSRM online has given them a strong sense of collective purpose. To demonstrate how 
important the online audit was felt to be, time was specifically allocated for its completion 
during a training day and the whole process was facilitated by Douglas and his team.  
 

After the school had received the initial feedback of the data, the findings were presented 
to the whole staff. On the day this took place, the Well-Being team actively made their 
presence known around the school to make sure that people didn’t forget to attend. All staff 
were then invited to contribute their ideas for development and the resulting action plan 
was included in the School Improvement Plan.  
 
Douglas feels that participation in the Well-Being Programme has reinforced a culture of 
self-evaluation that underpins much of the development work already taking place in the 
school. The information provided by the OSRM had been invaluable, highlighting at an early 
stage issues that could otherwise have gone unnoticed and unresolved, thus enabling the 
Senior Leadership Team to act upon them. Douglas also believes that the programme has 
helped the school with its IiP re-accreditation and provided a focus to bring support staff 
and teaching staff together to work in a positive and constructive way. 
 
The fact that the response rate in the year two survey was even higher than in the first 
reflects how seriously the Well-Being Programme has been taken within the school. 
 
 
 
The top five development priorities chosen by secondary school staff in Year 2 of the London 
Pilot Programme are as follows, where 1 indicates the top priority and so on: 
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Development priority Teachers Support 
staff 

Managers 

9.2 Make roles and responsibilities clearer  5 5 
9.3 Open up our channels of communication  4 4 
9.4 Closer links between managers and staff 4 3  
9.7 More career development opportunities  1  
9.9 Get a better worklife balance 2  1 
9.10 Improve and balance workloads 1  2 
9.11 Improve the physical environment 3  3 
9.12 Acknowledge our achievements more 5 2  
 
It can be seen from this data that both secondary school teachers and secondary school 
managers share the same top three development priorities, and that improving the physical 
environment appears in this top three (which is not the case for primary school staff). 
Secondary support staff have chosen exactly the same top five development priorities as 
primary support staff, albeit in a different order. It is also evident that, as for both primary 
managers and special school managers, secondary managers are the only role group who do 
not consider forging closer links with other staff a top priority.  
 
2.4.3 Special school staff 
 

    The London Pilot Programme contains a small cohort of special schools, which is just large 
enough to report on, although not big enough to break down into as many demographic 
groups as the primary school and secondary school staff. 
  
We know that there have been several special schools on the London Programme that have 
undergone an unusually large amount of change over the course of the pilot. For example, 
several of these schools have had to contend with redundancies, moves, amalgamating with 
other schools, linking with other schools, and breaking up longstanding inter-school 
relationships. The Inclusion Agenda has also had an enormous impact on the work of special 
school staff owing to the resulting shift in pupil populations and its resourcing and retraining 
implications. It is essential to bear this challenging context in mind when we consider this 
particular data, and the large decline in ratings for the ‘Change’ section among both 
teachers and support staff are likely to be a direct result of this context. 
 

The support staff in special schools appear to have had a particularly difficult period over 
the duration of this programme, being the only group of special school staff to have 
experienced a drop in overall wellbeing. It is also evident from figure 5.2, overleaf, that the 
ratings for support staff have fallen in a greater number of sections than other groups of 
staff working in special schools. However, it should be noted from figure 5.1 that the ratings 
for support staff in special schools remain relatively high overall.  
 

In addition, the picture for special school managers is not as bleak as figure 5.2 would 
suggest as the three areas in which this group of staff shows a decrease in wellbeing ratings 
(‘Control’, ‘Relationships’ and ‘Support’) are in fact the three areas in which their year two 
ratings remain extremely high (at above 4.00). 
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Figure 5.1: Special schools, sections by role; year two
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Figure 5.2: Special schools by role; shift during programme
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The top five development priorities chosen by special school staff in Year 2 of the London 
Pilot Programme are as follows, where 1 indicates the top priority and so on16: 
 

                                                 

16 Where a ranking (1-5) appears more than once within a role group, this indicates equal priorities 
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Development priority Teachers Support 
staff 

Managers 

9.2 Make roles and responsibilities clearer   3 
9.3 Open up our channels of communication 1 2 2 
9.4 Closer links between managers and staff 3 1  
9.10 Improve and balance workloads 4   
9.11 Improve the physical environment 2 5 1 
9.12 Acknowledge our achievements more  3 3 
9.13 Organise ourselves more effectively 3   
9.16 More support for all in times of change   3 
9.17 More chance to have a say, ask questions  4  
 
The picture for special school staff’s priorities for development shown in the table above is 
quite different from that of primary staff and secondary staff. For one thing, the issues of 
workload and worklife balance, which appear clearly as the top two development priorities 
for both primary and secondary teachers and managers, only appears as a lesser priority for 
special school teachers and does not feature at all in the top five priorities for managers. 
Two priorities have featured as a ‘top-five priority’ for each of the three role groups in 
special schools – these are ‘9.3 Open up our channels of communication’ and ‘9.11 Improve 
the physical enviroment’. These two areas figure as much higher priorities in special schools 
than in either primaries or secondaries. Finally, managers are the only group of staff in 
special schools who do not consider drawing closer links between themselves and other staff 
a top priority, mirroring the picture across the other two main school types. 
 
2.5 The impact of the Employee Assistance Programme 
 
At both a personal and a professional level, the Worklife Support Employee Assistance 
Programme (EAP) has offered support to staff and their immediate families on a whole range 
of issues. The key purpose of including the EAP in the pilot was to complement the Well-
Being Programme and to offer support for staff with the day-to-day issues that impact on 
their lives. It was a new concept for staff who had previously associated ‘employee 
assistance’ with ‘counselling’. A number of headteachers on the London pilot used the EAP 
strategically as a recruitment tool and several local authorities identified the service as one 
way in which to retain quality staff. 
 
We have analysed the impact of the EAP from various perspectives: 
 

Á The rate of utilisation and the profile of staff using the programme 
Á Its usefulness as a resource to support staff and schools 
Á The range of resources staff used and their feedback on these services 
 
2.5.1 Analysis of the utilisation of the Employee Assistance Programme 
 
Between November 2003 and June 2005, 1,066 EAP cases were raised and completed in 
London. This level of usage reflects a utilisation rate of just over 6% during this period, 
which is a little higher than the national EAP utilisation rate. The key factor in achieving this 
higher utilisation rate in London has been Worklife Support’s focus on raising greater 
awareness of the EAP and its benefits in schools and improving understanding of how the 
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EAP can be used, both through face-to-face contact with heads and facilitators (at feedback 
consultations and facilitator network meetings) and through the distribution of a range of 
published materials. 
 
The demographic data for the EAP shows: 

 
Á Far more calls were received from teachers (46%) than from staff in management (5%) or 

support (just over 20%) roles 
 
Á At least 1 in 3 calls were received from staff who had been in education for 5 years or 

fewer 
 
Á Regarding age, the largest proportion (22%) of calls came from staff in the 36-45 year old 

bracket; a further 17% came from 46-55 year olds  
 
Á 34% of calls came from staff in secondary schools and 35% from staff in primaries 
 
It is significant that 34% of cases were raised by secondary staff compared with 35% by 
primary staff since secondary staff numbers are considerably lower in the pilot.  
 
It is encouraging that staff in their early years in education are using the EAP as a resource. 
It may support the retention of these staff as they continue in their careers because it gives 
them access to a wide range of personal and professional information, advice and support.  
 
The utilisation data goes deeper than career roles and stages, though, as it also reflects ages 
and stages in life more generally.   
 
2.5.2 How useful were the resources of the EAP to staff – and therefore to schools? 
 

“The Well-Being Programme has made a real difference to our school; it even helps with 
recruitment. Our adverts state that the school is part of the programme and that staff benefits 

include access to the Employee Assistance Programme. During a recent interview, the (successful) 
candidate stated that the position was immediately attractive to her as she had prior experience of 

an EAP in business. She knew that this indicated that people mattered to the school and that she 
would be happy here.” Andy Kelly, Headteacher, Branfil Infant School, Havering 

 
The majority of headteachers interviewed in the telephone survey said that the EAP is and 
had been a useful source of support and a good service to offer – even if it was not used by 
everyone. The great majority of the feedback these headteachers had received from their 
staff on the EAP was positive. The service is viewed like an insurance policy, which meets a 
need when this need is recognised by staff. 
 
Facilitators at the focus groups stated that they knew of people having used the service for 
a wide variety of reasons (including housing, financial, legal and personal issues) and that, 
although staff need reminding that it’s there, most people who had accessed the EAP were 
very pleased with the outcomes: 
 
“I had someone who had a debt-management problem with credit cards and they put her 
onto a debt counselor and she is now managing her finances. She continually thanks me.” 
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“I used the management consultancy service about two members of staff who were having a 
little ‘difficulty’ with each other, which you didn’t want to affect the working relationship. 
They gave me some good ideas.” 
 

“Those that had used it couldn’t talk of it highly enough.” 
 

“I think everybody has a little bit of fear of the unknown. They can be reticent, but if they 
used it once they would use it again.” 
 
2.5.3 Why did people call and what services did they access? 
 
From the EAP utilisation data, we can conclude that a wide spread of EAP services has been 
accessed across London. The primary reasons for calling are outlined below: 
 
Á 29% of calls were related to employment- and work-related issues  
Á 19% of calls were related to relationship issues (including family issues) 
Á 14% of calls were related to financial issues 
Á 10% of calls were related to property issues 
Á 7% of calls were related to psychological issues 

 
When the same calls are arranged into the broader EAP categories: 
 
Á 51% required specialist services (including a total of 12% accessing counselling) 
Á 49% required information services 

 
2.5.4 Feedback from the EAP counselling services 
 
Many clients who have completed a series of face-to-face counselling sessions have provided 
formal feedback on the quality and effectiveness of the services provided. 
 
Á Over 95% of people feeding back on the service said that their call had been answered 

promptly, counselling had been arranged promptly and they would use the service again 
 
Clients were asked to rate their levels of distress and effectiveness before and after the 
contact with the EAP on a scale of 1 to 10, where 1 signifies low levels of distress/high 
levels of effectiveness and 10 signifies an extremely distressing condition or a significant 
deterioration in effectiveness, which may need medication or result in absence from work. 
 
Á Staff rated their level of distress before counselling at an average of 7.0 and after 

counselling at 3.2 
 
Á Staff rated their effectiveness before counselling at an average of 6.5 and afterwards at 

3.2 
 

“When I had a member of staff who was in the midst of a complex relationship/property  
split up, it was very helpful to be able to suggest that she made contact with the EAP…  

she received a very positive response, support and counselling within a few days. The member  
of staff seemed able to deal with the problem and not let it affect her work.”  

Leslie Church, Headteacher, Downhills Primary School, September 2005 
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“The feedback I’ve received has been positive, with people suggesting that the advice they received 
was really useful. One person in particular told me that phoning the EAP had made a significant 

improvement to her quality of life. The EAP has lived up to my expectations.” 
Kiymet Ozturk, Facilitator, Haringey 

 
Clients were also asked to comment on the service and a sample of their comments follow: 
 
“Initial phone call made me feel better immediately. Very fast service. I felt like I was 
being supported from the start.” 
 
“Very effective until such time as long-term counselling can be arranged.” 
 
“Friendly, helpful service. Welcoming and discreet.” 
 
“I was impressed by the standard of service received.” 
 
“The counsellor made me think positive.” 
 
“I would definitely use a counsellor service again. My counsellor was fantastic. She asked 
very effective questions that enabled me to deal with my issues.” 
 
“The counsellor was empathetic and moved me on.” 
 
Inevitably, feedback from a personal resource such as the EAP will often be confidential. 
However, the strong collective feelings of the staff at one school in Havering are likely to be 
indicative of the feelings of individuals working in other schools: at the end of the pilot, 
when the school was making a decision about whether or not to continue with the EAP, the 
staff were adamant that they did not want the service taken away. 
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The London Well-Being Pilot Programme 

3 EVALUATING THE IMPACT OF THE LONDON PILOT PROGRAMME 
An analysis of a wide range of qualitative data 

 
 
 
The Well-Being Programme has always been and always will be more about enabling deep, 
long-term changes in school culture and ethos than about generating higher ‘wellbeing 
scores’. The key messages in this section of the report are about the programme’s 
inclusiveness and the involvement of all staff in working together to improve the key issues. 
Headteachers speak of changing the way they manage their staff as staff are given a voice 
in their own wellbeing and are empowered to find solutions to issues that are inhibiting it. 
  
3.1 Impact 
 
3.1.1 Impact of the initial online audit (OSRM) 
 
Á 95% of headteachers and 90% of facilitators surveyed said the OSRM had definitely raised 

awareness of wellbeing issues within their schools 
 
Á Communication, worklife balance and acknowledging achievements were the three key 

areas written into school action plans as a direct result of the OSRM 
 

“It [the OSRM] confirmed what we were all feeling within the school. Communication was  
a major issue, as well as stress levels and workload. The second survey brought out change 
management as being a major issue. It gave me the [hard evidence to say] ‘this is what we  

need to do and this is where we need to go’.” Facilitator at focus group, October 2005 
 

3.1.2 Impact of the longer-term programme 
 
Out of various potential areas of impact, communication, staff morale and school culture/ 
ethos were cited by the greatest number of headteachers surveyed as the areas in which 
the Well-Being Programme was having the largest impact. 
 
Facilitators broadly agreed, citing communication, physical work environment and staff 
morale as their ‘top three’ areas of impact. 
 
Many headteachers said that the key area of improved communication had had the most 
direct impact on support staff; it fostered inclusiveness and an appreciation of everyone’s 
roles. Many headteachers independently confirmed that the Well-Being Programme had 
helped to enhance and clarify the roles and involvement of support staff in school life (see 
also section 3.2). 
 
Improving communication has clearly been a common theme for schools on the London 
pilot. It has been the subject of training activities and has raised many questions about 
responsibility and expectations.  
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 “Throughout this year our school has been under the threat of amalgamation. This was a  
very stressful time for everyone, but the information from the Well-Being survey made me  
realise the need to keep everyone in the loop and informed. As a result, I have set up extra 

meetings… to discuss what is happening.” Headteacher, Infant school, London 
 

“Staff have begun talking to each other more and taking individual responsibility  
for the benefit of all.” Facilitator, Lewisham school 

 
3.2 Inclusiveness of the Well-Being Programme – the importance of everyone’s 
involvement 
 

“We are all encouraged to contribute; it is really open. There’s a culture of getting  
things done. Ideas don’t go into an action plan; they get actioned. The biggest benefit  

has been a real uplift in morale… we have a real atmosphere of togetherness.”  
School bursar and facilitator, Edmund Waller Primary School, Lewisham  

 
One of the principal benefits of the Well-Being Programme above other interventions is that 
it involves all school staff, at all levels and in all roles.  
 
Á 95% of headteachers said that the Well-Being Programme has helped all staff to 

appreciate the importance of everyone’s role and contribution to overall school 
effectiveness 

 
Á Over 80% of headteachers and over 77% of facilitators feel that Well-Being has 

encouraged an open environment in which all groups feel able to contribute 
 
Á 83% of all the staff surveyed think that the feedback process and subsequent action taken 

has given different staff groups an opportunity to contribute to solutions to issues that 
impact upon them 

 
The Well-Being Programme did not only engage with teaching staff and senior managers, 
but also gained the active involvement and commitment of many members of the support 
staff as Well-Being Facilitators. In fact, the majority of the facilitators participating in the 
focus groups believe that the major change as a result of the programme has been felt by 
support staff, who until that time had occasionally felt undervalued or overlooked. 
 

“The notion that it’s for every member of school staff has made the difference because  
there are a lot of things going on for teachers and there was this huge number of staff  

that had been forgotten about.” Facilitator at focus group, October 2005 
 
The Well-Being Programme created a sense of everybody in a school ‘working together for 
the common good’ and also linked in closely with the Remodelling Agenda and the role 
changes this instigated. This will have impacted particularly on support staff. The active 
involvement, as facilitators, of members of a school’s support staff in the Well-Being 
Programme will have given many of them the confidence to take on additional responsibility 
in their roles, inspiring them to develop their careers further. It may also have motivated 
some of them to consider making the move to train to become teachers via the various in-
school routes available. 
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“As a member of the support staff, it did help me to develop professionally as well  
because I was no longer ‘just admin’ – and it helped the rest of the support staff too because  

they could see a member of their team undertaking a different type of role in  
the school.” Facilitator at focus group, October 2005 

 
Not only is the Well-Being Programme inclusive across role groups within a school, but also 
across age groups – which is an important factor in addressing retention issues. The 
different OSRM data slices allowed difficulties being faced by particular groups of staff to 
be identified, and therefore to be worked on in a constructive and supportive manner. 
 

“It did identify the 40-to-50 age group who were teachers but not in management positions.  
They were a bit lost and had some issues, and the headteacher took it on board.”  

Facilitator at focus group, October 2005 
 
Inclusiveness goes hand in hand with individual responsibility, and all the signs point to the 
fact that staff’s awareness about what impacts on their wellbeing has increased and they 
are beginning to take direct responsibility for their own wellbeing: 
 
Á 75% of headteachers and over 72% of facilitators who completed the questionnaire  and 

86% of those heads interviewed over the phone said that their staff were beginning to 
take responsibility for their own wellbeing 
  

3.3 Individual and organisational development 
 
The performance and progress of individual pupils – what every school and local authority is 
ultimately measured against – relies to a large extent upon the performance and progress of 
individual members of staff. In turn, the progress and performance of staff members will 
vary according to a variety of external factors, principally levels of training, development 
and support. It was soon evident that there were a number of training and development 
needs emerging from the OSRM data and the feedback consultation meetings with schools. 
 
3.3.1 Well-Being Development workshops 
 
In response to this identified need, Worklife Support’s package of ten Well-Being 
Development workshops aimed at facilitators and school managers was developed based 
entirely on the outcomes of the OSRM studies undertaken in London, picking up the themes 
and issues that regularly came out as development areas within schools. The ten workshops 
that were put together for schools were: 
  
Á Acknowledging achievement 
Á Building and sustaining a positive culture 
Á Creating and sustaining a stress-resilient organisation 
Á Facilitating effective group work 
Á Fairness and dignity at work 
Á Improving communication skills 
Á Improving wellbeing through worklife balance 
Á Positive management of change 
Á Problem solving within a Well-Being framework 
Á Pupil behaviour management – a Well-Being perspective  
 



 

 
 

 
London Well-Being Pilot Programme, Evaluation report, January 2006   
 
Published in 2006 by Worklife Support Ltd. The copyright of all the material contained within this document  
(unless otherwise stated) is owned by Worklife Support Ltd. Copyright © 2006 Worklife Support Ltd 

34 

The OSRM is a tool that can identify particular training needs specific to particular role 
groups or groups of staff of a certain age or level of experience. These could be middle 
managers in a secondary school, for example, or teachers in their first, second or third year 
in teaching. Worklife Support intends to further develop this capability and related training 
and development opportunities, thereby helping a school significantly enhance its prospects 
of retaining ‘at-risk’ groups of staff. 
 
3.3.2 Leadership coaching 
 
Analysis of the low ratings for managers in the ‘Demands’ and ‘Personal wellbeing’ sections 
of the OSRM as well as feedback from headteacher focus groups led to the development of 
an online coaching package to support senior managers.  
 
This service primarily focused on emotionally effective leadership, but delegates were also 
able to suggest other areas they would like to work on – and workload, worklife balance, 
stress and personal management featured highly. This says a great deal about the way in 
which headteachers and other school leaders are working and the contexts and cultures in 
which they work. 
 
Under the area of Leadership and ensuring effective performance and relationships, 
issues raised included: 
 
Á Adapting to a new environment or post 
Á Dealing with performance issues in an assertive and sensitive way 
Á Having difficult conversations with staff and parents 
Á Conflict resolution and supporting staff in resolving differences 
Á Managing the workload of the senior management team 

 
Under the area of workload and worklife balance, issues raised included: 
 
Á How to set boundaries between home and work, and not take too much work home 
Á Dealing with multiple tasks, paperwork and administration – sometimes while holding 

down a heavy teaching load 
Á Using a diary effectively and delegating 
Á Developing exercise and other regimes to encourage resilience and balance 
Á Holding down a senior post in a school whilst looking after a family 
Á Career development and work and lifestyle choices 
 
Under the area of stress and personal management, issues raised included: 
Á Dealing with stress symptoms – burnout, inability to sleep, illness, anxiety and depression 
Á Dealing with relationships with colleagues 
Á Dealing with pupil-behaviour issues 
Á Developing more effective time-management strategies 
Á Dealing with stressful situations at work and/or home (for example, family illness, 

change, conflict) 
 
The leadership coaching pilot ran for 8 months and it was evident that those who accessed 
the resource and engaged with the coaches gained a lot from the experience. The take-up 
rate for each authority ranged from 0-10%. There were many issues about the timescales, 
the service being seen as a local authority intervention, and difficulties with online contact 
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that would need to be resolved to encourage higher utilisation. However, the areas of 
concern that school managers themselves brought to the service provided an invaluable 
insight into the pressures of management roles within London schools.  
 
3.3.3 Training and development opportunities arranged by schools themselves 
 
In addition to the Well-Being Development workshops offered to facilitators and managers, 
the activities outlined in the Working for wellbeing workbook have also provided a source 
of support to facilitators wanting to arrange their own training and development sessions 
within their schools. Various individual schools and groups of schools have run inset days on 
wellbeing. These have taken a wide variety of formats and have included a mixture of 
organisational and personal issues. For example, one school in Havering put together a 
workshop entitled ‘Settling disagreements positively’. 
 
 

Case study B  
 

An excellent example of the Well-Being process in action is the annual training day held by 
the Rooks Heath Cluster. The day involves all staff from all the schools within the cluster, is 
responsive to staff needs, and is organised by the Well-Being facilitators at Rooks Heath 
High School. Staff from the different schools in the cluster have requested that the day 
include sessions on topics as diverse as mental health (for example, stress, relaxation and 
anger management), emotional intelligence, sports and crafts. As the headteacher of Rooks 
Heath High School, John Reavely, told us, this one annual activity shows how the philosophy 
of including staff in all school processes can be put into action and demonstrates how 
learning can be shared across a network of schools.  
 

 
Facilitators have also received ongoing training at Facilitator Network Meetings run by 
Worklife Support consultants. These have given them a chance to take back new ideas from 
all the other schools in their authority as well as training activities on communication, stress 
management and change.  
 
3.3.4 The Employee Assistance Programme (EAP) 
 
The Employee Assistance Programme, an integral part of the London Pilot Programme, has 
offered wide-ranging support as well as a personal development component to all members 
of school staff on the London Pilot Programme. 
 
3.3.5 Organisational development 
 
The incorporation of staff wellbeing into the induction of new staff, staff and governor 
meetings, and school policies and procedures help to keep the issue at the forefront of 
individuals’ minds, as well as reiterate it as an important organisational theme. The 
performance and progress of individual members of staff – together with the existence  
of efficient organisational structures and processes – will, in turn, impact on the progress  
of an organisation as a whole. And organisational progress is the Well-Being Programme’s 
ultimate aim. 
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3.4 Sustainability of the Well-Being Programme 
 
The earliest impacts of any programme tend to be what could be termed ‘quick wins’ or 
‘short-term outcomes’. Deeper roots are laid down in the next stage of development – by 
reviewing these immediate outcomes, sustaining those that have worked, and, in the case 
of the Well-Being Programme, further building on them after each OSRM survey. The key to 
sustainability of the Well-Being Programme is: 
 
Á when the programme has champions in a school – particularly the active commitment of 

the headteacher 
 
Á when its values, language and behaviour have been firmly embedded in the culture and 

policies of a school 
 
This two-year pilot has made a great start and Worklife Support’s experience of working 
with schools makes them well placed to work on the deeper issues that underpin 
emotionally effective professional effectiveness. Moving from raising awareness, through 
embedding wellbeing principles, to making a significant cultural shift is an ongoing process 
that spans all of the core activities in a school.  
 
At the end of the London pilot:  

 
Á more than 2 in 3 headteachers who responded to the evaluation questionnaire felt that 

changes brought about by the Well-Being Programme were likely to be long term and 
sustainable  

 
Á headteachers interviewed over the telephone were very positive and gave further details 

of how the concept of wellbeing is now embedded strategically in their schools: 
Á wellbeing has been included in school development plans 
Á important communication structures are now in place 
Á staff have seen the benefits, so the process will now be difficult to reverse 

 
Á 91% of headteachers surveyed said that staff wellbeing is discussed in staff meetings at 

least once a term and 79% that it is discussed at governor meetings at least once a year 
 

Á the vast majority of the facilitators interviewed in the focus groups felt that the physical 
improvements that have been made in their schools as a result of the Well-Being 
Programme can certainly be sustained and that other less tangible changes, such as 
improvements in communication procedures and attitudes, would be difficult to reverse 

 
“It [the Well-Being Programme] has had a positive impact in our school and is ongoing.  

We could have opted out this year because the school now has to pay, but our  
headteacher wanted to continue it. If it wasn’t working, he would have dropped it.”  

Facilitator at focus group, October 2005 
 

 “I’ve had evidence of the programme’s effectiveness from a school where a headteacher  
was desperate to cut the budget and decided she was going to have to cut Well-Being out…  

when she mentioned it to the staff, they threw their hands up in horror and  
said no way could they do without it. They all really valued it.”  

Local authority lead partner, focus group, September 2005 
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Experience from other, longer-running programmes in Norfolk and Lancashire shows that 
the Well-Being Programme is sustainable. For example, over the past 6 years, Norfolk 
schools have become firmly committed to the concept of staff wellbeing and there has been 
a radical cultural shift, with 80% of the county’s schools now taking part in the programme.  
  
3.5 Impact on and involvement of local authorities 
 
From our experience, the Well-Being Programme is more sustainable in instances where a 
critical mass of an authority’s schools (at least 50%) are taking part. It is also most effective 
when it sits centrally in the authority – across a variety of relevant and well-networked 
teams - than when it sits with a single team with a narrower remit and members of the 
steering group do not have access to, or report to, other strategic groups. 
 
In keeping with this previous experience, the programmes in London that have achieved a 
higher degree of success have generally been those that were launched in the early stages 
of the pilot; where the local authority showed engagement from key staff and a strong 
commitment to the Well-Being process from the start; and in which a large number of the 
authority’s schools were taking part. Two of the most committed boroughs had half of their 
schools in the pilot, which strengthened and consolidated the programme and kept its 
impact at a high, more strategic level. 
 
The concept of being a Well-Being borough appealed to Recruitment Strategy Managers as 
they formulated their strategy to attract newly qualified staff. Well-Being data presented 
to steering groups complemented and informed data on absence, recruitment and retention 
already held by the boroughs. It also prompted the collection of absence, recruitment and 
retention data for different staff groups. 
 
Several facilitators at the evaluation focus groups articulated the view that staff wellbeing 
might be something that could fall down the list of priorities if times became tough. Bearing 
this in mind, the proviso for long-term impact is a firm and ongoing commitment to staff 
wellbeing and ‘healthy workplaces’ on the part of all local authorities and schools involved 
in the pilot. The fact that 13 out of the 15 London pilot boroughs have chosen to continue 
with the Well-Being Programme after the end of the subsidised pilot is an encouraging sign 
as to the sustainability of the programme and its effects, as well as to the ongoing 
commitment of the local authorities and schools involved. 
 
3.6 Impact on managerial practice  
  
The OSRM survey and the resulting data is seen as a useful evaluative tool by many 
headteachers. One headteacher asserted that this was the only way in which to gain a 
comprehensive picture of her staff’s perceptions. Its anonymity enables truer responses and 
the opportunity to identify the deeper issues, not just the symptoms. 
 
Staff wellbeing has been incorporated into a number of management processes within 
London Well-Being schools: 
 

• More than 1 in 2 headteachers said that wellbeing is now included in staff monitoring 
and evaluation procedures 

• 1 in 2 headteachers said it is included in performance management procedures and 
school improvement plans 
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• 1 in 3 headteachers said it is included in personnel policies 
• 2 in 3 headteachers said it has been incorporated into staff induction programmes  
 

The inclusiveness of the programme has provided a vehicle through which to devolve 
problem solving to staff. This enables the headteacher and other members of the leadership 
team to be some of the many problem solvers in a school rather than the only ones. 
 
Not only did the OSRM provide senior managers with data on staff opinion and morale and 
their schools’ strengths and areas for development as far as wellbeing issues were 
concerned, but Worklife Support consultants were on hand to help guide them through it. 
This data was also backed up with managerial training and development opportunities, such 
as the Well-Being Development workshops, which were offered in response to feedback (see 
section 3.3.1). The Employee Assistance Programme’s (EAP’s) management consultation 
service was also introduced in response to managers’ needs. This component has not yet 
been utilised to its full potential, but is an additional coaching resource to aid managerial 
effectiveness. The EAP in general has been a resource to which headteachers and other 
managers have been able to refer staff in crisis, and they have appreciated the option of 
doing so. 
 
Considering all school policies and procedures from a wellbeing perspective with the aim of 
improving working practices has encouraged managers to learn to communicate with their 
staff in a different way. In fact, over 90% of headteachers surveyed in the postal 
questionnaire said that Well-Being had helped them change their thinking about problem 
solving, decision making, communication, and how change is managed. As one headteacher 
at a Harrow school explained, “We have talked a lot about running meetings, and as part of 
our senior management team meetings we now not only produce minutes but identify 
issues to be brought to other teams.”  
 
 

Case study C 
 

Sacred Heart Language College in Harrow set up an inset day for staff to ‘air and clarify 
what they thought were issues’ related to associate staff’s involvement in decision making, 
staff workload and adequate working space. Engaging staff in seeking solutions together 
prompted the deputy to see the process as a good example of policy being changed based 
on the opinions of grassroots discussions.  
 

 
Support staff (particularly teaching assistants) appear to be a group that has clearly 
benefited from improved management structures and procedures. Numerous facilitators 
taking part in the four different focus groups mentioned how developments had been made 
in this area after the first OSRM survey, and this is backed up by a perceptive comment 
from one facilitator in particular: “The role of the support staff has been much more 
clearly defined and the fact that they can’t be pulled around from here to there has made 
a real difference.” 
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3.7 Impact on recruitment and retention of staff 
 
The vast majority of headteachers and facilitators interviewed agreed that the programme 
could only be seen to have had a positive impact on the recruitment and retention of staff 
over a longer period of time. Inducting new staff into the programme and including 
wellbeing targets in performance management for all staff are considered key processes 
that will aid this. 
 
Many schools had only participated in the Well-Being Programme for 18 months or less at 
the time of this evaluation. Improvements in recruitment and retention are likely to 
become more evident in the longer term, especially if schools and local authorities are 
encouraged to keep more precise records of their current recruitment and retention rates 
for comparative and evaluative purposes. 
 
However, as an indication of the potential of the Well-Being Programme to impact 
positively on recruitment and retention rates, one secondary headteacher from a long-
established programme feels strongly about the impact Well-Being has had on staff 
recruitment and retention in his school: 
 
“Some might see the idea of wellbeing as a soft area – not a central focus. We disagree. 
It brings staff into the school, retains them and creates increasingly positive, trusting 
relationships between staff and pupils. What better environment in which to work  
and learn?” 
 
3.7.1 Recruitment 
 
1 in 4 of the 232 respondents to the questionnaire think that the programme is already 
having a clear positive impact on staff recruitment. According to our information, this 
figure is likely to rise further as schools begin to include references to the programme in 
their staff recruitment packages: 
 

“We mentioned that the school was on the Well-Being Programme in an advert for a  
teaching post recently. Three shortlisted applicants gave that as one of their reasons  

for applying.” Matthew Britt, Headteacher, St Mary’s, Lewisham primary school 
 

3.7.2 Retention 
 
1 in 3 headteachers and facilitators said the programme was already having a clear positive 
impact on staff retention.  
 

“It stops people leaving because it makes people feel valued.”  
Facilitator at focus group, October 2005 

 
Raising staff’s awareness of their own ongoing wellbeing by including wellbeing objectives 
in performance management has been suggested to schools - and taken on by many of 
them. In a focus group, one facilitator explained the importance her headteacher was 
placing on wellbeing, adding “One of the things we are thinking of in our performance 
management is having a wellbeing target as a personal target.” 
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Case study D 
 

One local authority participating in the London Pilot Programme independently carried  
out its own evaluation of the financial impact of the Well-Being Programme within its 
schools by comparing its Well-Being schools with others in the same borough that were  
not on the programme. They found that in the summer term of 2005, Well-Being schools 
experienced less than half the staff turnover rate experienced by schools not participating 
in the programme. This figure provides an indication of the potential impact of the Well-
Being Programme on staff-retention levels and their associated costs.  
 
Monitoring this outcome to see if it is an ongoing trend will give further information to 
inform the authority’s retention strategy. 
 

 
 

Case study E 
 

Harrow Local Authority took an explicit strategic decision in response to their Education 
Development Plan (EDP) objective ‘to recruit and retain high quality teachers to deliver 
ever-rising standards of teaching and learning for their pupils.’ As an integral part of their 
Workforce Development Strategy, they are supporting schools with resources to continue 
the programme as both the Well-Being Programme and the EAP are viewed as important 
strands in the development of staff in Harrow’s schools. 
 

 
3.8 Impact on staff absence 
 

“Staff know that any level of personal issue will be supported with time and encouragement.  
They are happy to reciprocate for others. This culture has led to low staff-absence levels.” 

Headteacher, Infant school, London 
 
In general, the facilitators and headteachers participating in the focus groups and 
telephone interviews felt that the Well-Being Programme could only have had a positive 
impact on levels of staff absence and that, over time, this would become more evident. 
One in four of those questioned asserted that the programme had already made a clear 
positive impact on staff sickness absence levels. Some facilitators felt that, at this stage, 
the programme had probably made more of a difference on reducing the number of single 
days off with stress-related conditions than on reducing longer-term absences. 
 

“Staff feel they matter more. They see themselves as having a very positive  
role in the classroom and they don’t want to stay off if they are unwell.”  

Facilitator at focus group, October 2005 
 
As explained in case study D in section 3.7.2, one London borough carried out its own 
independent evaluation of the financial impact of the Well-Being Programme on staff 
turnover in its schools by comparing its Well-Being schools with others in the same borough 
that were not on the programme. The figures also provide an indication of the potential 
impact of the Well-Being Programme on sickness absence and its associated costs: 
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Á Between 2003 & 2004, sickness absence fell by 33% in primary schools that joined the 
Well-Being Programme, saving each an average of £2,981. Sickness absence in primary 
schools that didn’t join the programme went up by 15% in the same period 

 
Á Between 2003 & 2004, sickness absence fell by 36% in secondary schools that joined the 

programme, saving each an average of £11,025. Sickness absence in secondary schools 
that didn’t join the programme fell by only 5% over the same period 

 
It is once again worth noting that many schools had only participated in the Well-Being 
Programme for 18 months or less at the time of this evaluation. Improvements in staff-
absence rates are likely to become more evident in the longer term, especially if schools 
and local authorities are encouraged to keep more precise records of their current rates for 
comparative and evaluative purposes. 

 
Norfolk County Council is an example of an authority in which the Well-Being Programme 
has been embedded for 6 years, with over 80% of the county’s schools taking part. Evidence 
from this long-running programme clearly shows the benefits the Well-Being Programme can 
bring to staff-absence levels in the longer term. According to data recently compiled by 
Norfolk17, the number of teachers taking time off owing to stress in the county fell by 40% 
between 2003 and 2004 and a further 40% between 2004 and 2005: 
 
Á 110 teachers took stress-related sickness absence in summer term 2003 
Á 69 teachers took stress-related sickness absence in summer term 2004 
Á 41 teachers took stress-related sickness absence in summer term 2005 

 
3.9 Impact in other areas 
 
3.9.1 Health and Safety 
 
60% of headteachers surveyed think that as a management and risk-assessment tool, the 
OSRM provides a useful evidence base for reviewing health and safety procedures, including 
Duty of Care. 
 

“When we had to present evidence for Health and Safety procedures, being in the  
Well-Being Programme illustrated that we had the staff’s interests at heart and were doing 
something to manage staff stress.” Val Hughes, Headteacher, Sandhurst Junior, Lewisham 

 
The Health and Safety Executive agrees, stating that carrying out the Well-Being 
Programme’s OSRM survey and drawing up a wellbeing development plan is equivalent to 
carrying out a health and safety audit: 
 
 

The National Well-Being Programme from Worklife Support has been developed specifically 
for schools and is analogous to HSE's Stress Management Standards approach. Participation 
in the National Well-Being Programme will enable schools to demonstrate they have met 
their duty under Health and Safety legislation. 
 

Source: Health & Safety Executive 
 

 

                                                 
17 As reported in the Norwich Evening News, 3 January 2006 
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“We’ve just worked on our Health and Safety policy at school and wellbeing is tied into it.” 
Facilitator at focus group, October 2005 

 
3.9.2 Other key initiatives and evaluation in schools 
 
The Well-Being Programme is seen by both headteachers and facilitators as strongly 
complementing and supporting Workforce Reform, National Healthy School Standard and 
Self-Evaluation. Almost three quarters of those surveyed believe that it has helped to 
support the changes made by Workforce Reform, and many headteachers have commented 
that Well-Being has helped them to take their first steps towards tackling the Self-
Evaluation Form (SEF). 
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The London Well-Being Pilot Programme 

4 MORE DETAILED OBSERVATIONS ON THE STATE OF STAFF WELLBEING IN 
LONDON SCHOOLS 

 
 
 

4.1 Introduction 
 
The considerable amount of data generated by this two-year pilot has given Worklife 
Support a unique opportunity to inform the debate surrounding the wellbeing and 
effectiveness of staff in London schools. Further analysis of the key data for role groups and 
school types (as discussed in section 2 of this report) by age and number of years spent 
working in education provides a more detailed picture of the London educational climate. 
This more comprehensive analysis of the latest OSRM data18, looking at areas of positive 
ratings (strengths) and areas of lower ratings (areas for development) for the different staff 
subgroups at OSRM statement level, not only provides a snapshot of current staff 
perceptions, but even more importantly helps us to understand precisely what contributes 
to – and what inhibits - the wellbeing and effectiveness of different groups of staff.  
 
The age-group data collected in the demographics section of the OSRM (20 to 29 years old; 
30 to 39; 40 to 49; 50 to 59; and 60 and over) has been used to provide additional detail, 
where appropriate, about the time-in-education categories (less than 1 year; 1 to 3 years; 4 
to 7 years; 8 to 15 years; and more than 15 years) and raises further questions related to 
personal and professional development. Since length-of-service and age cycles impact on 
both personal and professional decisions and there is a growing expectation that a job is not 
for life, this more in-depth data has the capacity to inform recruitment and retention not 
just at school level, but at a local authority and national level as well. 
 
Through our experience of analysing data generated by the OSRM we have learned that, 
when averaged out at both statement and section level, most OSRM ratings fall in the range 
of 3.00 to 3.99. Therefore, in order to carry out any meaningful further breakdown of the 
data and produce the clearest visual representation of the situation among staff groups in 
London, we have taken an ‘area of strength’ to be any statement with a mean rating of 
4.00 or above and an ‘area for development’ to be any with a mean rating of 2.99 or below. 
  
4.2 Analysis of the data 
 
4.2.1 Summary of our observations 
 
Managers in both the primary and secondary sectors (discussed in sections 4.2.2.3 and 
4.2.3.3 respectively) are generally positive about the level and quality of their control, 
support and relationships, but less positive about the level of demands placed upon them 
and the impact this has on their personal wellbeing. Teachers and support staff also show a 
number of areas of solid strength, although - over their time in education - it is apparent 
that their perceptions become less positive. This inevitably has an impact on their personal 
wellbeing as well as their effectiveness in their roles.  

                                                 
18 Analysis of the year 2 OSRM data only so as to give the most recent picture 
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The data from our secondary schools indicates a weaker picture than that of the primary 
schools. As retention of staff continues to be an area of foremost focus in London, 
especially within the secondary sector, this data highlights an issue that needs to be 
addressed. As an established body working in schools, Worklife Support and the Well-Being 
Programme are well placed to help address it. Below, we analyse the data further in an 
attempt to inform our understanding of what could be causing these lower ratings and what 
might be done to help improve the situation.  
 
This said, staff across all role groups, ages and lengths of time in service in both the 
primary and the secondary sectors all indicate the high value placed on relationships, 
individual contributions, and collective support within the educational field. They feel they 
are achieving in their roles and that they are contributing to the bigger picture and the 
ultimate goals of their schools. 
 
4.2.2 Primary school staff 
 
4.2.2.1 Primary teachers 
 
As is shown in the chart below, in their first year in education, primary teachers show an 
exceptionally positive outlook, with 20 very highly rated statements  (rated at 4.0 and 
above) far outweighing the 4 statements rated at 2.99 or below. After this first year, 
however, there is a sharp increase in the number of statements rated at less than 3.0 and a 
fall in the number of positively rated statements. While the number of negatively rated 
statements remains fairly consistent for teachers throughout the course of their careers in 
education, the number of positively rated statements falls at a regular rate the longer 
teachers have been working in education. Primary teachers who have been in education for 
more than 15 years rate just 5 statements at 4.0 or above. 
 

 
(Total number of respondents in this year two data slice: 1,022) 

4.2.2.1.1 Higher-rated statements in greater depth 
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‘Relationships’, ‘Role’ and ‘Support’ are the three sections of the OSRM survey that come 
out of this analysis as overwhelmingly positive amongst primary teachers. More specifically, 
all groups of primary teachers - regardless of length of time in education or age - feel that: 

 
Á they are achieving things they can be proud of 
Á they are doing a good job 
Á they contribute to the success of the organisation 
Á they treat one another with dignity and respect 
Á they can always find informal support in the community they work in 
 
Primary teachers’ positive responses to these questions tell us that, at deeply held belief 
and values levels, this group of teachers feel they are making a positive contribution to the 
core functions of their schools and to the people with whom they work. Schools could 
possibly be encouraged to communicate this fact to staff who have not been in the 
profession long and may have received a different impression from the day-to-day 
behaviour of their longer-serving colleagues. Such communication could be key to instilling 
a long-term sense of professional pride in the workforce as a whole.  
 
4.2.2.1.2 Lower-rated statements in greater depth 
 
The key areas where primary teachers are less positive are: 
 
Á the level to which they are consulted and involved in decision making 
Á the openness and effectiveness of communication between managers and staff 
Á the issue of workload, working hours, worklife balance and levels of pressure 
Á the extent to which they feel part of the process in times of change 

 
Curiously, 50-59 year olds are more positive about being part of the change process than 
primary teachers between the ages of 30 and 49. Help and training to cope with the effects 
of change has been identified as a need for those who are having difficulty engaging with 
the change process. This links in with consultation, decision making and increased 
workload, all of which can be associated with the implementation of change.  

 
Whilst showing a noticeable improvement over the course of the pilot programme, the 
statements in the ‘Demands’ section relating to workloads and work overload and the time 
needed to carry out their work to a high standard show low ratings for all primary teachers 
in year 2, even those new to the profession. Indeed “I rarely feel overloaded by my work” 
constitutes the lowest-ranking statement for primary teachers and this pattern is echoed 
across London educational staff. 
 
Unsurprisingly, these low-rated statements from the ‘Demands’ section link to the low 
ratings primary teachers also give in the ‘Personal wellbeing’ section of the OSRM. The 
following statements related to stress and pressure recur with low ratings among all 
subgroups of primary school teachers: 
 
Á “Are you more or less stressed than 12 months ago?”  
Á “How often do you feel under pressure?” 
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The high incidence of feeling under pressure and the perception that it is incremental over 
time may have serious implications for the performance and continued health of these 
staff. Other key areas for further consideration at both an individual and organisational 
level would appear to be communication, feeling and being involved, and good management 
in a changing environment.    
 
4.2.2.2 Primary support staff 
 
Unlike in the case of primary teachers, the weight of statements rated positively by support 
staff in primary schools is far greater than that of negatively rated statements. This is true 
across the whole spectrum of primary support staff, from staff with less than one year’s 
service in education right through to those who have been working in the sector for more 
than 15 years. In fact, primary support staff who are new to education (with up to 3 years’ 
service) are the only staff groups in either the primary or secondary sectors who rate no 
statements at less than 3.0. Moreover, in the ‘less than a year in education’ group, 26 
statements are rated extremely highly (at 4.0 or above). 
 
There is a marked drop in positive feeling after primary support staff have been in 
education for a year, with the number of very positively rated statements more than 
halving to a total of only 9 in the 1-to-3 year bracket. However, as stated above, this group 
of staff have still not rated a single statement below 3.0.  
 

 
 

(Total number of respondents in this year two data slice: 1,569) 
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4.2.2.2.1 Higher-rated statements in greater depth 
 
The sections of ‘Relationships’ and ‘Support’ are both strongly rated by primary support 
staff, with: 
 
Á “I feel I am doing a good job” ranked in the top two statements by all primary support 

staff with up to 15 years in education (consistently rating between 4.21 and 4.37) 
Á “To what extent do you enjoy your job?” rated at 3.94 or higher by every single group of 

primary support staff when looked at by number of years in education 
 
This sense of enjoyment and job satisfaction does not seem to diminish over time. Indeed, 
the number of positively rated statements remains relatively constant from the ‘1 to 3 
years in education’ bracket right up to the ’more than 15 years’ bracket of primary support 
staff – and the number of negatively rated statements never exceeds 1. 
 
4.2.2.2.2 Lower-rated statements in greater depth 
 
The principal areas that impinge upon the wellbeing of this large group of staff, in fact 
often the largest group of staff in many schools, seem to be: 

 
Á feeling as though they are not consulted on or involved in decision making 
Á feeling that communication between themselves and their managers is an area where 

understanding can be developed 
 
It is also interesting to note that not a single ‘Control’ or ‘Change’ statement appears as a 
strength with support staff across the entire years-in-education spectrum. 

 
“Are you more or less stressed than 12 months ago?” is the only statement to be rated 
negatively by longer-serving members of the primary support staff (those with 4 or more 
years in education), yet this does suggest that pressures do accumulate for support staff in 
the primary sector over time.  
 
The roles of primary support staff have been affected by recent changes to teachers’ 
contracts and staff restructuring. Further engaging these key members of staff is essential 
for the long-term effectiveness of London schools. 

 
4.2.2.3 Primary managers 
  
As is evident from the chart overleaf, in the main primary managers appear to be more 
positive about their jobs than primary teachers and primary support staff. They consistently 
seem to enjoy their jobs and feel that relationships are strong within their schools. On the 
flip side, however, primary managers feel a great deal of strain resulting from the many and 
varied demands placed upon them, and this appears to be impacting heavily on their 
personal wellbeing. 
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(Total number of respondents in this year two data slice: 514) 
 
4.2.2.3.1 Higher-rated statements in greater depth 
 
‘Culture’, ‘Relationships’ and ‘Support’ are the sections most strongly represented in the 
areas of strength for primary managers, however long the managers have been in  
education. As far as individual statements are concerned, the following have been given 
extremely high ratings by each of the three subgroups that result when the data is broken 
down by years in education: 
 
Á “I rarely think my job is dull or boring” (rates 4.35 in the 4-to-7 year bracket and a very 

positive 4.51 in both of the two longer-serving groups of primary managers); 
Á “I feel that I contribute to the success of the organisation” (rating 4.39, 4.55 and 4.56 

respectively);  
Á “I can always find a sympathetic ear or a helping hand if I need one”. 
 
4.2.2.3.2 Lower-rated statements in greater depth 
 
The areas that are inhibiting managers’ wellbeing are related to workload, working hours, 
strain on their personal lives, continual pressure and stress. All the following statements 
were rated more positively by primary managers in the second year of the programme than 
in the first, but they still remain below 3 in every group regardless of how long they have 
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worked in the educational field. Managers aged between 40 and 59 gave the least positive 
ratings for these statements: 
 
Á “I rarely feel overloaded by my work” 
Á “I can do my job well without having to work excessively long hours” 
Á “I can do my job well without putting excessive strain on myself or my personal life” 
Á “I do not have to wrestle with too many conflicting priorities or tight deadlines” 
Á “Are you more or less stressed than your colleagues?” 
Á “Are you more or less stressed than 12 months ago?” 
Á “How often do you feel under pressure?” 
 
Feeling overloaded by work is the lowest-rated statement for primary managers, which is 
perhaps unsurprising as it comes out as the lowest-rated statement for every subgroup of 
staff working in the primary and secondary sectors. Managers as a whole, however, rate this 
statement even lower than teachers or support staff. There is an expectation that a 
managerial role would include higher levels of demands and pressure than other staff roles. 
Nonetheless, the balance between being effective and overloaded, and between working 
reasonable and excessively long hours, is an important one to maintain. This is especially 
pertinent to the 50-59 age group. Each year that these key, highly experienced staff are 
retained in post is crucial to maintaining school effectiveness – especially considering how 
difficult these more senior posts are to recruit into. 

 
4.2.3 Secondary school staff 
 
4.2.3.1 Secondary teachers 
 
Secondary teachers (see figure 7.1, overleaf) show a similar profile of ratings to primary 
teachers. A notable difference is that an incredible 40 statements out of a maximum of 72 
(coming from 7 of the 8 sections of the survey) are rated at 4.0 or above by secondary 
teachers in their first year in the education, with only 4 statements rated at 2.99 or below.  
 
In contrast to this, secondary teachers who have been working in education for more than 
15 years rate only 1 statement at 4.0 or above, with a concerning 37 statements rated at 
2.99 or below (8 of which are actually rated below 2.5). In spite of the apparent great 
enthusiasm of NQTs starting out on their careers in secondary schools, a most profound 
negative change seems to occur after their first year in education and, as the years 
progress, there seems to be a regular decline in secondary teachers’ perceptions of their 
own wellbeing.  
 
This consistent pattern of decline in wellbeing must impact on secondary teachers’ 
effectiveness and should prompt us to ask further questions. The potential effect it could 
have on recruitment and retention in certain schools and specific subjects cannot be 
underestimated. There would appear to be a degree of urgency in setting up a project to 
check out the reliability of this data with a larger sample of secondary staff. 
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(Total number of respondents in this phase two data slice: 350) 
 

4.2.3.1.1 Higher-rated statements in greater depth 
 
Some of the highest-rated statements appearing among the many strengths for secondary 
teachers in their first year are: 
 
Á “We treat one another with dignity and respect” 
Á “We all help to create a friendly, caring atmosphere” 
Á “I am not being harassed, bullied or victimised” 
Á “I can always find a sympathetic ear or a helping hand if I need one” 
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On another positive note, secondary teachers on the whole never stop feeling that they are 
doing a good job, with the statement “6.6 I feel that I contribute to the success of the 
organisation” appearing in the high ranking statements right across the secondary teachers’ 
career spectrum. Statement “7.7 I feel I am doing a good job” also never falls below 3.94 in 
any of the secondary-teacher-by-years-in-education groups. 
 
4.2.3.1.2 Lower-rated statements in greater depth 
 
The key areas that appear to inhibit the wellbeing of secondary school teachers after their 
first year working in education are:  
 
Á work overload and the resulting effect on working hours 
Á communication and management of change 
Á levels of consultation 
Á involvement in the decision-making process 
 
Even among teachers in their first year, statements in the ‘Demands’ and ‘Personal 
wellbeing’ sections appear as areas for development – most notably “I rarely feel 
overloaded by my work” - which, yet again, comes in as the lowest-rated statement across 
the full spectrum of secondary teaching staff. The fact that the number of statements with 
low ratings from the ‘Demands’, ‘Culture’ and ‘Change’ sections of the OSRM increases 
significantly with number of years in service would suggest that the impact of the many and 
varied demands put on teachers is felt more strongly the longer they stay in the classroom. 
 
Secondary teachers between the ages of 40 and 59 give less positive ratings in all sections 
of the survey than other age groups working in a teaching role in the secondary sector.  
The overall impression is of a demographic group with poor perceptions of their own 
wellbeing, the support they are given, the meeting of their professional needs, 
communication, consultation, the management of change, their place in the organisation, 
and their understanding of what they and the school are trying to achieve.     
 
One further issue that particularly stands out when looking at the data for experienced 
secondary teachers is that those who have been working in education for 8 years or more 
show a greater need for personal and professional development and opportunities to 
advance than those who have been working in the field for less time. 
 
4.2.3.2 Secondary support staff  
 
Much like primary support staff - and teaching staff in both sectors - secondary support staff 
with less than one year spent working in education are extremely positive. The statements 
showing real strengths for this group number 25 and there is only 1 statement that averages 
below 3.0: “I receive adequate health and safety training. 
 
After their first year in education, there is a steep drop in the number of positively rated 
statements (only 4 are now rated at 4.0 or above) and a rise in the number of more 
negatively rated statements (with 14 rated at 2.99 or below). This appears to demonstrate 
a sudden drop in levels of wellbeing at work among secondary support staff. In fact, the ‘1 
to 3 years in education’ bracket of support staff working in secondary schools appear to be 
the group who feel the most negative of all. Following the ‘1 to 3 year’ group’s marked fall 
in OSRM ratings, however, a fairly stable picture of wellbeing emerges for this role group. 


