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What I’ll cover today

1. Background and introduction to 
the HWB framework

2. Tips on how to use the tools to 
get started 

3. Wider support and what’s 
coming soon

Answer any questions I can 
along the way
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Where did it start?

Simon Stevens, CEO of the NHS, inaugural address 2014:

“NHS employees will need to be healthy, both mentally and physically, 
have good wellbeing, and be fully engaged in their work towards improved 
patient outcomes” 

Five-Year Forward View Oct 2014

- measure staff health and wellbeing, know the data

- implement NICE guidance on workplaces, especially for MH

- promote interventions that seem to work e.g. the Workplace Wellbeing Charter 

- strengthen OH with the Faculty of Occupational Medicine

Summit 10 Dec 2014, creation of Group with wide membership to devise a way 
forward. This became the HWB Advisory Board chaired by Dame Carol Black 
who were instrumental in developing the NHS HWB Framework.
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The original HWB Framework (launched 2018)

▪ The first iteration of the NHS 
Health and Wellbeing Framework
was created between 2014-18 
and launched in 2018 having 
been successfully tested in 73 
NHS organisations.

▪ In 2018 reducing sickness 
absence was considered by the 
Secretary of State for Health to 
be the most important outcome. 

▪ Evidence shows that NHS 
organisations actively using the 
Framework did reduce 
sickness absence rates.

https://www.nhsemployers.org/-/media/Employers/Publications/Health-and-wellbeing/NHS-Workforce-HWB-Framework_updated-July-18.pdf
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Why did we need to evolve the framework?

▪ Some aspects were missing, e.g. Occupational Health, social wellbeing, 
fulfilment at work etc. 

▪ The effect of COVID-19, and the need to move faster in supporting our people.  

▪ The need to move away from reducing sickness absence alone, and move 
towards creating a culture of wellbeing, that gives equal weight to proactivity
and prevention.

▪ We needed to acknowledge this and broaden our model of NHS health and 
wellbeing to become more holistic and representative of our diversity 
healthcare people and organisations. 

▪ Acknowledging that wellbeing has many definitions, and wellbeing is different 
for different people, at different times, and in different contexts.
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What did we do?

Captured best 

practice 

development in 

NHS HWB

Captured 

academic 

evidence for 

HWB

Co-design and 

development of 

the evolved HWB 

framework with 

stakeholders

1

2

3

Practice Case Studies

NHS

HWB 

Model

Strategic 

Introduction 

Diagnostic Tool

Elements of Health and 

Wellbeing

Implementation Guide 

We worked with a diversity of stakeholders to co-design a 
modified framework:

To 

deliver…



The 
enhanced 
health and 
wellbeing 
model is 

the ‘golden 
thread’
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Environment

Support Services & Partners

Organisation Design & Policy

Interventions Overview 

People Data and Insight Lead

Senior Leader Responsibilities

Healthy Leadership Behaviours

Skilled Managers

Working Together

Supporting Each Other

Mental & Emotional Wellbeing

Physical Wellbeing

Healthy Lifestyle

Purpose, Potential and Recognition

Work-Life Balance

Bringing Yourself to Work

Mapping to original HWB Framework 

Newer / revised 
section

Existing section from 
current framework

Newer section building 
on existing content
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Creating a wellbeing culture in every NHS organisation

▪ Acknowledge the diversity of NHS organisations and people

▪ Place-based priorities are important – a local approach is necessary.

▪ Know your data, your baseline, your interventions – and evaluate where you 

are now.

▪ Then see what the Framework can offer your organisation to enhance Health 

and Wellbeing. 

▪ Measure outcomes, celebrate success, adjust if necessary, report impact, 

and share locally. 

▪ Use the Framework flexibly to enhance your current situation – one size 

doesn’t fit all.   
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Getting started with using 
the HWB Framework toolkit



Introducing the tools within the toolkit



The 
enhanced 
health and 
wellbeing 
model is 

the ‘golden 
thread’



Start … by using the 
Strategic Overview



…then use the HWB culture diagnostic for 
benchmarking and identifying improvements



…use the wider toolkit to help develop your HWB 
strategy, improvement plan and evaluate impact



Top tips: Using it in different contexts

System wide level: e.g. ICS, PCN

▪ E.g. Systemic gap analysis on what’s our greatest 
collaborative need / area of investment and 
improvement?

Organisational level: e.g. Trust, CCG, Federation 

▪ E.g. Creating a culture of wellbeing that’s right for 
our people and organisational context

Team/service level: e.g. Primary care practice, Ward 7 

▪ E.g. Taking the useful parts/ using the model for 
wellbeing to create localised wellbeing cultures (NB 
- you don’t have to do everything in the toolkit!)

One size 

does not fit 

all: 
Do what’s right for the 

context of your 

healthcare system / 

organisation / 

services, and the 

diversity of your 

healthcare people

Team wellbeing 

OD toolkit is in 

development…



Access our HWB framework resources

All of the HWB Framework resources can be found:

https://www.england.nhs.uk/supporting-our-nhs-

people/health-and-wellbeing-programmes/nhs-health-

and-wellbeing-framework/

These include:

▪ HWB Framework Toolkit documents

▪ Supportive case studies

▪ Animations and talking head videos

▪ Links to further resources

https://www.england.nhs.uk/supporting-our-nhs-people/health-and-wellbeing-programmes/nhs-health-and-wellbeing-framework/


What’s coming next?

▪ We’re here to help your system and organisations

▪ Learning and case studies from 24 trailblazer 
systems/organisations community of practice who are 
using the framework… scale and spread approach

▪ Leader and team wellbeing OD toolkit

▪ Leader Wellbeing programme supporting leaders own 
wellbeing, and helping them support their teams

▪ Regional teams are supporting devolvement and 
innovation

▪ Updated website, case studies, supportive tools…

▪ Capturing impact learning as part of impact evaluation 
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Thank you and questions?


