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From time to time over the last two years the Transition Alliance has undertaken regional reviews of 
activity of Health and Wellbeing Boards and other aspects of joint work arising from the Health and 
Social Care Act 2012 (see for instance the North West Regional Review of Progress Made on JSNAs 
[December 2012] and the soon to be published ’Story So Far;  a review of progress made by Health 
and Wellbeing Boards in the North West).  As the transition to the new world approached in April 2013, 
it was agreed that a review of the emerging Joint Health and Wellbeing Strategies in the North West 
would be useful. The North West Transition Oversight Group (TOG) and the Transition Alliance ceased 
to exist on the 31 March 2013 and North West Employers were asked to manage some of the legacy 
projects and as part of the work the review of Joint Health and Wellbeing Strategies has been 
completed by North West Employers.   

The purpose of this review is:

• to gain a picture of how the task of producing the Joint Health and Wellbeing Strategy (JHWS) was
approached by each HWB Board,

• to identify how intelligence was turned into priorities,
• to	identify	what	issues	have	been	identified	as	priorities,
• to identify how those priorities have been linked to plans,
• to consider what HWB Boards might be able and share about their approach to the JHWS and how

mutual learning could be supported.

This has been a desktop exercise, with each Joint Health and Wellbeing Strategy being sought on CCG 
and/or	Local	Authority	web	sites.	This	has	presented	some	difficulties	as	many	JHWSs	were	still	being	
considered and validated during February and March 2013. A précis of each of the JHWSs priorities 
was produced and cleared with the relevant HWB Board representative.  

Each JHWS précis is presented below in the appendix. 

1. Differences and Similarities

As there is no standard template for the Joint Health and Wellbeing Strategies they are all different.  
The	way	the	material	is	presented,	the	structure	of	the	documents,	the	breadth	of	the	priorities	identified	
and the detail of consequent actions vary considerably across the 23 North West Health and Wellbeing 
Board partnership areas.  

Simple, practical differences include:

• Audience.	While	most	are	directed	at	the	public,	some	read	like	internal	documents;	with	a	flavour	of
being	directed	at	officers	or	councillors.

• Length. One is 90 pages long, others are very brief, at two or three pages.
• Period.	Some	identify	no	period	in	which	the	strategy	runs,	one	is	for	five	years,	some	for	three

years, some for one.
• Focus. Some are very detailed while others identify broad priorities only.

But there are, of course, many common themes:

1. The slight frustration engendered by the variety in Joint Health and Wellbeing Strategies has very
heartening aspects too, as it seems to us that the JHWSs are in the main the product of enthusiasm
and determination to get the priorities right for that locality.

2. Equally clear is the amount of thought, planning and effort that has gone into the work.
3. The priorities in all the JHWSs seem to be based on local evidence available from the JSNA.
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4. Another consistency is the widespread adherence to a life stage model of categorising priorities.  This
is clear to read and in most JHWSs follows logically through the document.

5. Another almost ubiquitous feature is that the draft or early version of the priorities or the overriding
vision has been subject to careful public consultation.  (Some consultations have in fact been
narrow, using standard feedback mechanisms and the ‘usual’ voluntary groups but, nevertheless,
considerable effort has gone into this.  Some areas like Sefton used a number of consultation
methodologies. Some areas like Trafford and Knowsley went out to consultation a number of times as
the	thinking	about	which	issues	would	be	identified	as	priorities	focused	down).

6. Most	outcomes	identified	are	‘population	outcomes’	(i.e.	activities	are	planned	to	improve	the	health
and wellbeing of particular population groups). A minority of priorities focus on service processes (e.g.
‘treating more people in the community’).

7. Although many of the JHWS documents, are clearly aimed at the public using direct language,
addressing the citizens as ‘you’ and including colourful photographs, such as Blackburn’s, some
suffer from the faults that many public service documents do.  Few of them have a named contact for
members of the public to get in touch with or information about authorship.

8. There are different approaches to publication and the presence on the various partner websites is not
predictable.		More	appear	on	Council	websites	than	CCG	websites,	but	some	are	difficult	to	find	even
if they are posted.  This is possibly a consequence of their newness, but begs the question of how
important the HWB constituent partners view the JHWS.  On a broader level it may indicate that web
presence of the JSNA and JHWS is a low priority for some HWB Boards.

9. There is something of a pattern in that the majority JHWSs include:
a. an introduction about place (population, deprivation etc),
b. some	detailed		commentary	about	the	findings	from	the	JSNA,
c. priority challenges,
d. priorities for action,
e. results of consultations,
f. proposed activities in variable detail.  (There is no expectation that detailed action plans should

be included but without plans of action some of the priorities look very bare.   Some JHWSs
signpost the reader with web links to detailed activities. It is also recognised that detailed plans
may still be in development).

g. outcomes sought.

Some make mention of success measures which are to be monitored, usually a selection of national 
Outcome Framework measures (Manchester’s on the other hand has a more sophisticated approach to 
capturing progress and measuring success). 

10. What is notable for being, generally, absent from NW JHWSs is mention of:
a. The mechanisms and structures whereby the strategy is to be implemented, or what the working

relationship between the HWB Board and the partners’ commissioning arms are.  While a
‘Lead Partner’ is often mentioned as taking responsibility for a particular priority, how the lead
partner will lead and involve other partners is usually not. Liverpool’s however, with a section
on governance and leadership and the connections between various aspects of the strategy,
demonstrates a more pragmatic approach.

b. Where a period that the strategy covers is mentioned, there is often only limited explanation for
why this is the case. There is also limited mention of linked or crossover strategies, such as with
the Community Strategy, although some JHWSs do include details of crossover working between
different strategic partnerships, but overall there is in many JHWSs little sense of a cycle of
planning and commissioning  across the partnership landscape within which the JHWS has been
integrated.
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c. While	most	JHWSs	are	clear	about	the	financial	challenges,	the	depth	of	deprivation	or	gap	in
Health	Inequalities	in	their	area,	there	is	little	comment	about	the	differential	financial	pressure
on	various	HWB	Board	partners,	which	might	influence	attitudes	to	priorities	and	implementation.
For	instance	while	Local	Authorities	face	precise	and	significant	reductions	in	their	budgets
and	CCGs	are	being	financially	squeezed,	financial	pressure	on	them	is	less	than	that	which
Local Authority colleagues face, and what pressures CCGs face from NHS England are as
yet unknown.  Healthwatch funding is limited considering the extension of responsibilities they
are to take on compared to the LINks, and some people have expressed concerns about the
effectiveness of the ring fence around Public Health funding.  An additional comment, also,
for example, might be made about the use made of Invest to Save, or consideration of which
partners	are	likely	to	be	the	financial	beneficiaries	of	action	taken	as	a	result	of	the	strategy	or
which partners are likely to be the chief investors. This might not matter, of course, if the HWB
Board	is	as	one	on	the	JHWS,	but	the	availability	of	finance	is	a	key	factor	if	priority	goals	are	to
be achieved.

d. Finally of course there may well be an impact of Welfare Reform on Health Inequalities.  Little
specific	mention	of	this	appears	in	many	JHWSs	which	is	unusual	given	the	number	which	have
mental health and wellbeing as priorities and the known relationship between aspects of poverty
and aspects of wellbeing.

2. Content

If you read through the priorities for each JHWS below you’ll notice four broad categories of approach to 
priorities. 

The JHWSs either have:

• a great number of priorities, covering a considerable amount of ground,
• broad	priorities	identified	with	limited	detail	about	specific	actions	related	to	those	priorities,
• a range of broad priorities with a great deal of detailed plans and activities associated with the

priorities,
• a	small	number	of	specified	priorities	with,	in	some	cases,	detailed	activity	associated.

The latter approach is potentially the more effective; small numbers of priorities being easier to 
remember, plan for and resource.  It is also easier to engage partner agencies, both leaders and led, in 
focussing on a small number of priorities.  The temptation to include and amalgamate all the priorities 
owned by each HWB Board member is strong; no one wishes to see their own priority ignored or down 
played, and this temptation seems to have been acceded to in a number of examples of North West 
JHWSs, despite the fact that even if some constituent members’ own priorities are not included in the 
JHWS these will remain priorities for the constituent members anyway. The point of the HWB Board is to 
exercise strategic leadership, and in the initial phase at least demonstrate that a difference can be made 
by	acting	in	concert.	Making	a	difference	together,	especially	in	a	difficult	financial	and	economic	climate,	
must be easier if there is a precise focus for activity.   

Other features of content include: 

• Where detailed plans are not mentioned some JHWSs do not signpost the reader to where those
plans might be found.

• Few JHWSs have executive summaries, where they are a only a few pages long they obviously don’t
need them, but it could be a useful addition for others.
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• While all explained how they reached the priorities – some used more transparent methodologies
than others. (Halton, St Helens and Liverpool used a fairly detailed prioritisation tool).  Others sieved
and sieved from a broad range of priorities eventually coming up with a relatively small number. Some
used consultation processes to help with this process. Knowsley for instance started with 34 key
issues	and	in	the	end	identified	four	priorities.

• Most	identified	principles	used	to	underpin	the	priority	setting	process	and	most	link	the	priorities	to
the intelligence which informs them. In many cases the complete journey from intelligence to priority
to action could be easily followed.

• Reference to legacy priorities or existing constituent member commissioning plans is limited.  Legacy
priorities and current activities are as much of a reality as deprivation levels, mortality rates or local
peoples’ views.   Cheshire West and Chester, unusually, have incorporated their JHWS in the refresh
of their Sustainable Community Strategy.

Read through each JHWS and a number of themes and priorities appear regularly, e.g. mental wellbeing, 
independence in old age, lifestyle choices and so on.  This is bound to be the case where a life course 
model is used.  

However a very striking feature in the North West is the frequency with which reducing the harm done 
by alcohol appears in the JHWSs. This priority appears in every NW JHWS (Although a couple of 
JHWSs	are	vague,	mentioning	lifestyles	which	might	court	ill	health	rather	than	alcohol	specifically).	
Another frequently mentioned priority is improving the health and life chances of infants. It may be that 
regional work focussing on these matters might be strengthened as a result of such ubiquitous public 
prioritisation. 

3. Observations and suggestions

There is a huge cache of experience and potential learning locked up in the North West Joint Health and 
Wellbeing Strategies and it might pay each HWB Board to have a look at their neighbours’ approach.  

There is marked potential for:

• Learning from each other – there are already examples of sharing of consultation methodologies. 
Action planning formats, among other things and multi agency commissioning frameworks could 
easily be shared.  Hertfordshire’s use of Youtube to advertise their JHWS to their public shows one 
potential way of sharing practices.  There are also a number of different ways JHWSs can be 
distributed and shared; being directed with only minor changes in text and format at a number of 
different audiences.

• Debating and developing ideas about what might constitute good practice in Joint Strategic Planning,
• Working across boundaries (on a regional, sub regional or geographic partnership basis) on:

• Analysing data and need.
• Consultation methodology and practice.
• Common priorities.  Reducing the harm from Alcohol is a universal concern.  There are obviously

different slants taken by different HWB Boards, but the opportunity for joint work on this issue
seems to be undeniable, potentially more effective and potentially more cost effective than merely
working within HWB Board boundaries.

Extending partnership approaches across boundaries may well be a way of achieving economies, 
developing and using well regarded methodologies, working to broadly accepted standards and 
achieving better outcomes for a larger number of citizens. Such co-operative approaches, have 
considerable potential and are well worth exploring. North West Employers will be working with 
supporting the Health and Wellbeing Boards Chairs Network to consider the opportunities for future 
collaboration.
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Finally, however, it must be said that overall there is a conservative feel to the North West JHWSs.  HWB 
Boards	seem	to	have,	quite	understandably,	taken	a	‘Steady	As	You	Go’	approach	to	their	first	JHWS.		
The focus of priorities is overwhelmingly on conditions where mortality might be lowered or morbidity 
is costly, and while no one can disagree with the focus on meeting pressing health needs and reducing 
health inequalities, strategic leadership of the health and social care system also requires attention on:

•	 tackling	the	knotty	problems	of	service	reconfiguration,	
•	 preparing	for	an	integrated	financial	future	and	completely	integrated	commissioning,
•	 strengthening the relationship between the HWB Board partners and the broader business community, 
•	 focusing on improving workforce skills, 
•	 identifying research and innovation programmes 

…all	of	which	are	notable	for	the	very	low	profile	in	current	JHWSs.		

There are some JHWSs where priorities include improvements to service effectiveness, sustainability 
or partnership potential, but they are in limited numbers.  In that sense the full ‘Strategic Leadership’ 
potential	of	most	HWB	Boards	is	still	developing	but	and	the	JHWS	give	a	flavour	of	the	aspirations	and	
reach of the new Health and Wellbeing boards.

If you would like any further information or have any comments or suggestions please contact:.   

Dave Burnham (davidb@nwemployers.org.uk)
Lead for Strategic Workforce and Planning
North West Employers Organisation 

Appendix 

The text below is a shortened version of what appears in the Joint Health and Wellbeing Strategy of each 
North West health and Wellbeing Board.  Where possible a web link is available so the full report can be 
accessed.
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Contact details

If you would like any further information on this 
publication or our wider offer to support Health and 

Wellbeing Boards then please contact:
David Burnham

Lead for Strategic Workforce 
and Planning

davidb@nwemployers.org.uk
0161 214 7117




