DEVELOPING YOUR

EMPLOYER
ACTION PLAN
CORE STANDARD

3

Encourage open conversations
about mental health and
the support available when
employees are struggling

INTRODUCING CORE
STANDARD 3 – PART 1
Core Standard 3 focuses on encouraging open
conversations about mental health as well as the
support that is available to them should they find
themselves struggling, during the recruitment process
and at regular intervals throughout employment. It is
important to highlight how the organisation will support
people and this should be by offering appropriate
workplace adjustments to employees who require them.
The majority of employers tell us that getting their employees to share their personal experiences of
mental health problems with one another is an incredibly powerful tool.
By getting just a few people to open up and tell their story, you signal that it’s okay for employees to
be open with each other about their mental health. We recommend you do this at an organisationwide level but also encourage conversations at an individual level.
Whilst we know that encouraging open conversations as a message from the organisation is
important in ensuring that open conversations becomes part and parcel of every day at work, we
also know that for this change to happen, finding a way to enable peer to peer support to flourish
is key. Therefore this standard is split in two parts. The first part will look at what you can do ensure
open conversations about mental health, whilst part two will look at how to recruit and establish a
network of champions who will be delivering activities directly amongst colleagues, feeding back
around what colleagues are saying that the organisation might need to work on and generally
providing that key peer to peer support.

“Mental health is still the elephant
in the room in most workplaces –
employees are reluctant to raise the
subject for fear of discrimination,
while manager’s often shy away
from the subject for fear of making
matters worse or provoking legal
consequences. This culture of
silence means that opportunities to
support someone in the workplace
are being missed, resulting in
staff being of sick or falling out of
the workplace altogether.“

CASE STUDY POINT
Rachel Anchors at BAE Systems
shares how speaking about her
experience of mental health problems at
a staff conference made a big impact.

Emma Mamo, Mind
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TIME TO CHANGE’S EXPECTATIONS AND MINIMUM
REQUIREMENTS TO ACHIEVE THIS STANDARD
We would expect the following to be evidenced in your submission:
An outline of who is responsible
for delivery of each activity within
your organisation.

An outline how your organisation will
normalise conversations about mental
health and encourage people to share?
We suggest that you make reference to
the opportunities and communications
that will be released to encourage
employees to disclose and reinforce
your organisation’s commitment
to supporting these individuals
e.g. inclusion of organisation’s
commitment in recruitment packs.

Clear timescales and dates for
delivery of each mental health
activity within your organisation
An outline of what measurements
will be used to monitor and
evaluate impact and success
Activities that demonstrate
how your organisation will
encourage employees to share
their experience of mental health
problems at an organisation-wide
level? We suggest that you make
references to the opportunities
that will be made available to share
experiences e.g. wellbeing events,
blogs, intranet posts or through
internal newsletters.

Provide an outline as to how your
organisation will empower employees
to champion mental health in the
workplace and provide peer to peer
support and activities in support of
normalising the conversation and
ultimately mental health? An important
element of this is to recruit and establish
an Employee Champion role with in your
workplace, the responsibilities of this
role and the training/ budget/ resource
that will be allocated to this initiative.

SUGGESTED ACTIVITIES TO ACHIEVE CORE STANDARD 3
 Get senior or high-profile employees

 Host a Q&A panel session with people

with experience of mental health
problems to speak out and lead by
example.

with experience of mental health
problems who are comfortable sharing
their story to empower others to share
their stories.

 Encourage staff at all levels to write

 Set up a wellbeing network for colleagues

blogs and share their experiences
through internal communications or
staff intranet.

to share experiences and tips for managing
mental health and wellbeing at work.

 If you think your staff will struggle to

 Organise a ‘Tea & Talk’ session to bring

do this, ask for anonymous submissions
and gradually work up to people putting
their name to their story.

employees together. Create an open and
friendly space where they can share their
experiences with one another.

3

SUGGESTED WAYS TO MEASURE
FOR CORE STANDARD 3

TOP TIPS
Use campaigns such as ‘Time to Talk
Day’, ‘This is Me’ and the ‘Green
Ribbon campaign’ (or similar) to share
stories and encourage conversations.
As part of this campaign you could a
sk staff to share their own experiences
of mental health.

TO MEASURE IMPACT
 Why not include questions in employee

surveys – e.g. ‘In your opinion, how well does
your organisation support employees who
experience mental health problems?’

You could present them on notice
boards, your Facebook page, and
internal social network and in your
newsletter to help raise awareness.
A dedicated email address could be set
up for mental health experiences.

TO MEASURE SUCCESS
 Collating qualitative information and

feedback from both mandatory and nonmandatory mental health training and events.

TO MEASURE COMPLETION

“Talking about mental health at
work can be hard. Sometimes it’s
easier to start the conversation by
focusing on the practical factors
that affect our mental health,
rather than mental health itself.
A quarter of employees are in a
difficult financial situation, with
debt and a lack of savings meaning
a simple unexpected cost, like
a broken down car, can cause
real distress. Offering support
or providing access to specialist
help with issues like debt or
money worries can have a huge
impact on mental health – without
necessarily having the same
stigma attached”.

 Measuring attendance of non-mandatory

mental health training and events – doing
this will give you an understanding what the
levels of openness and stigma are.

 Identify areas for improvement where

additional training and awareness raising
initiatives may be required.

 Working with HR consider adapting absence
management tools to include mental health
specific categories – doing this will help you
look at data in a more mental inclusive way
and give you a wider understanding around
how safe people feel ok to share mental
health reasons for their absence.

 Following from previous measure – also looking
at retention/return to work rates for people
with diagnosed mental health conditions.

Money and Mental Health Policy
Institute – Thriving at Work 2017

CASE STUDY POINT
La Petite Concierge share how
they started campaigning by
sharing experiences and stories.
You can read their case study here.
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INTRODUCING CORE STANDARD 3 –
PART 2: RECRUITING AND
ESTABLISHING A CHAMPIONS GROUP
A big part of encouraging employees to talk about mental health is by recruiting Champions
Champions are key to help drive change internally, to help to embed positive changes within the
workplace through leading on initiatives that challenge mental health stigma and promote
workplace wellbeing. More crucially they provide a point of peer support, which we know is essential
because people are more likely to go to their peers for support than their line managers or HR.
Champions make a real difference by
providing peer support to their workplace
culture and to the lives of their colleagues by:

Their role in a nutshell:

 To implement a menu of anti-stigma


 Holding activities to make mental health a

Starting conversations about mental health.

activities, starting conversations,
organising staff social events,
promote wellbeing.

normal topic of conversation.

 Helping to dispel myths and stereotypes.
 Sharing stories and lived experiences of

 Being honest about time commitment

 Providing a point of peer support – making it

 Work with line manager to discuss

 Signpost colleague appropriately.
 Champions can also be there to help you

 Incorporate how they can look after

as it’s a voluntary role in addition to
day job.

poor mental health.

time commitment and support plan.

easier for people to seek support.

themselves as champion.

 Incorporate how they can support

implement these actions and to help
maintain the momentum. You can share
this action plan with your Champions
and add a suggested recurring way of
communicating (E.g.; Email Group/six
weekly Champion meetings)

each other as champions.

Despite existing policies within an organisations,
or support offers – the reality is that talking
about mental health at work can be daunting for
many individuals: people may worry about how
they will be treated and how their colleagues will
react. A Time to Change Champion, can make a
real difference to your workplace culture and to
the lives of your colleagues, working with your
organisation to make mental health a normal
topic of conversation, dispelling myths and
making it easier for people to seek support.
Therefore recruiting Employee Champions to
form a Champions network is an essential way to
support your work and help you get the message
out to all levels of employees. You can find more
information on the role of a champion here.
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RECRUITMENT

ACTION PLAN ACTIVITY EXAMPLE

Our vision of a great Time to Change
Champion is someone who makes a
difference because they are:

During the first meeting, the group will be
introduced to this action plan. They will
then meet on a monthly basis to discuss
the action plan and provide updates on
certain actions.

 Passionate about helping people to

understand that mental health belongs
to everybody by getting everyone to talk
about mental health.

 Able to give time and resources to

There will also be discussion about
ensuring a long-term commitment towards
tackling the stigma around mental health
takes place and what Bristol Energy can do
to promote improved mental wellbeing.

undertake meaningful activities that help
people to change the way they think and
act about mental health.

 Willing to engage colleagues

constructively and positively when taking
action to tackle mental health stigma
encouraging others to do so too.

 Keen to spread the word about Time to
Change and what the campaign has to
offer to organisations.

 Able to empower colleagues to share

their experiences of mental health
problems in the workplace and encourage
them to become Champions too.

SUGGESTED ACTIVITIES AROUND RECRUITING CHAMPIONS
 We have an Employee Champions

 Share your action plan with your

Officer who can liaise with you and
be on hand to assist Champions to
bring lived experience more into the
workplace.
https://www.time-to-change.org.uk/
get-involved/employee-champions

Employee Champions and think about
how you will communicate with your
Champions on a regular basis.

 Think about how you will support your

champions, this is important to not only
keep them engaged but also to ensure
that they look after themselves and
don’t take too much on. We have a guide
to help you get started on developing
a plan to support champions once you
recruit them. You can download Guide to
Supporting Champions from here.

 Establish a cross-functional group to

take forward the mental health agenda
within your workplace.

 Decide who will have oversight of

implementing the action plan and
carefully choose someone who can
bring together departments to work
collaboratively.

 You can find more information on what
Employee Champions are and how to
recruit them here.
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SUGGESTED WAYS TO MEASURE
IMPACT OF CHAMPIONS

CASE STUDY POINT
Department for Communities and
Local Government and Riverside have
excellent examples of what they did to
recruit, train and engage Champions.
You can read about them by clicking
on the following named links:

TO MEASURE IMPACT
 Improve your ability to understand your
employees’ stress / wellbeing levels by
including questions in staff surveys.

 If you are able to look at the data from the

Department for Communities and
Local Government

above survey in a more regional area way
and compare it to Champion activity.

Riverside

TO MEASURE SUCCESS
 Note the number of champions signing up.
 Note the number of champions wanting to
share their lived experiences.

TO MEASURE COMPLETION
 If you recruit champions on the basis of

self-selection notice what parts of the
organisation have champion representation
and what parts don’t? This is an opportunity
to understand where stigma is concentrated
within the organisation / or access to
the campaign internally is limited. Either
way it helps you to focus your efforts
a more targeted delivery in those low
representation of champion areas.

ACTION PLAN ACTIVITY EXAMPLE
We will also ensure the support is given to our
Mental Health First Aiders (MHFA) – we went them
to feel supported when having these conversations
with colleagues. We will provide a buddy system for
the MHFAs so each person has a support network
who they can discuss challenge and gain advice. In
the future, we will also look for future training to
ensure their knowledge and skills are kept updated.
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RECOMMENDATIONS AROUND INCLUDING IN YOUR ROLE
DESCRIPTION WHEN CREATING ONE
A great way to get your champions
invested is by getting them to review
policy and give suggestions in a
confidential forum or focus group
where they may also share their own
experiences.

We recommend that you consider
including other existing groups
that may be running within your
organisation. You could proactively
recruit for Champions across these
groups or consider comms, activities
and awareness raising events to
complement your inclusion agenda.

Recruit Champions who can be
involved in your work and help you
spread the message. We have a
Champion Officer who can liaise
with you and be on hand to assist
Champions to bring lived experience
more into the workplace. They don’t
have to be senior members of the
team, this could be anyone at all.

Another idea might be to set up a
mental health and wellbeing working
group made up of staff from across
the firm who are passionate about
mental health and can help organise
activities.

ACTION PLAN ACTIVITY EXAMPLE

CASE STUDY POINT

We will also ensure the support is given to
our Mental Health First Aiders (MHFA) – we
went them to feel supported when having
these conversations with colleagues.

You may want to have a look at this
blog which recognises the work done
by a small company in Sheffield,
Split the Bills.

We will provide a buddy system for the
MHFAs so each person has a support network
who they can discuss challenge and gain
advice. In the future, we will also look for
future training to ensure their knowledge and
skills are kept updated.
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ACTIVITIES AND CONSIDERATIONS
TO HELP YOU DEVELOP YOUR
CHAMPION STRATEGY FURTHER
NETWORKING YOUR CHAMPIONS AND CREATING
A ROBUST PEER SUPPORT SYSTEM
Whilst you are creating plans around how you will recruit champions in the workplace, we would
strongly encourage you to ensure that you network your champion into a coordinated network. A
network that works with the structure of your business.
Benefits of networking your champions are:

Benefits of networking to your champions are:

 Champions learn from each other’s’

 An opportunity for champions to give something

 The network will mean more power in

 Champions working together with shared

back and help those who need the support
that they had and might still have sometimes.

experiences.

numbers, which means more confident
champions.

values and a determination to make it happen.

 Breaking that sense of isolation for colleagues

 As a network they can have a real influence

and for themselves if they work remotely.

on changing how people think and act
about mental health.

 Having honest and open conversations with



Champions meet like-minded people and
can act as a point of support to each other.

 Champions have more opportunities to speak



It is easier to ensure that Champions are
working within the boundaries and codes
of conducts of the organisation.

 Champions can challenges people’s views

one another.
at events.

and help them to change the way they think
and act about mental health, knowing they
have the support of other likeminded people.

 You can test out ideas in a safe space –

 Champions benefit from meeting other

within the network and have the ability to
measure them

champions and benefit from a wide variety
of experiences thus putting them in a better
position to help others – armed with a
greater body of knowledge.

 Champions feel valued for their
contributions.

 You don’t need to worry about

performance as Champions networked as
a Peer led Network that is non-threatening
and non-competitive.

ACTION PLAN ACTIVITY EXAMPLE

 Without a network, you may find that

Our Ambassadors will meet on a bi-weekly
basis for 30 mins – 1 hour, to discuss any
updates and progress on the ongoing plan.
They’re responsible for different areas of our
mental health program, e.g. internal comms,
external comms, events etc.

Champions in your organisation remain
unconnected or very loosely connected,
which is likely to affect the overall impact
to the cultural change, or at least impact
that you can measure.
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MODELS OF NETWORKS FOR YOU TO CONSIDER
Base Models depending on the size and spread of your business:
The challenge is could your organisation
“support / cope” with this kind of growth of a
Peer Support Network?

MORE ORGANIC – MULTI PEOPLE LED –
SUITS BIGGER MORE SPREAD ORGANISATION

It is worth thinking about your organisational
policies, guidance’s and responsibilities here.

The need for coordination is especially likely
if your Peer Support Network grows. These
are two ways of considering growth when the
network is coordinated as in Model C where the
organisation has many sites or Model D where
the organisation is based in a single site.

COORDINATED – BY SINGLE PERSON /
SELECTED GROUP – SUITS A MORE SMALLER
TO MEDIUM SIZED ORGANISATION

The size of your Peer Support Network, the
structure of your organisation, your resource
availability and budget will dictate what Model
you can base your network on. A coordinated
approach will have responsibility but is more
likely to have longevity.

Your Peer Support Network could be fully organic
where everyone is connected to one another
without coordination such as Model A, or have
informally appointed coordination such as in
Model B. This means that peer support offered
will not be standard and it would be difficult to
keep to know if it is indeed supportive.

NB: This information is to get you thinking about what growth could be like, our
experience is that the appetite to engage from a champion’s perspective is huge and so
it is best to be prepared in thinking about how your plans can evolve. Please also note
that we have a Champions Officer who you can talk to in more detail about this once
your organisation has signed the pledge.
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MAIN PRINCIPLES UNDERPINNING
PEER SUPPORT NETWORKS
A
B
C
D
E
F

CASE STUDY POINT

Equality no-one’s contribution is more
important than anyone else’s.

Why not read how Laing O’Rourke and
Amey tackled recruiting, engaging
and networking their champions by
clicking on Laing O’Rourke and Amey.

Trust all the above is best achieved in
an atmosphere where people trust one
another, are comfortable and feel safe.
Respect everyone’s contribution is valid.
Diversity involve people of different ages,
ethnicities and backgrounds, and with
different health conditions.
Strength by growing in confidence and
numbers, we can have more impact on
what needs changing.
Inclusion people are members of other
internal networks.

G

Independence and interdependence people
work together towards a good life for all.

H

Celebration always celebrate success
before moving on to the next challenge.

RECRUITING AND MAINTAINING CHAMPIONS AS PART OF
A NETWORK – BASIC FRAMEWORK
Mind also have a menu of training
solutions too. You can find more
information the resource section.

 How many people would you need to
start you off?

 Are there resources to support you

 How will Champions be supported to

with recruitment?

deliver?

 What process will there be? (for

 Consider how you will support

example application forms or
expression of interests) (Consider what
the selection process would look like?)

recruitment of champions into an
existing network of champions.
We suggest you utilise existing
champions to support new champions
through buddying up, induction,
pointers, discussion etc. Contact the
Senior Employer Champions Officer
for champion training solutions that
will support ongoing, continuous
recruitment of champions.

 What skills would Champions need to
help you implement your action plan
activities?

 Would Champions need specific /

mandatory training and if yes who
would deliver this? We have a Champion
Training Package to support Employers,
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LIST OF RESOURCES TO HELP YOU


You could start with some shared stories
from Champions who are happy to talk
about mental health problems – this could
be as light touch as a staff member giving
top tips on beating stress or you could
share stories from our website:
https://www.time-to-change.org.uk/
personal-stories



Why not read about the super successful
campaign – This is Me.



You can download Guide to Supporting
Champions from here.



You can find more information on what
Employee Champions are and how to
recruit them here.



E-learning modules on how to be a
champion as well as helping you to change
how people think and act about mental
health. You can find the modules here.



Information on looking after yourself and
your mental health can be found here.



Signposting List – A guide to help you to
signpost your colleague based on their
need. The guide can be found here.




The A-Z of Mental Health.
Wellness Action Plan link.
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Information on Stress and Resilience
awareness.



A Handbook for Champions that has all
the necessary info to set you up to be the
Champion you want to be.



A whole load of resources, ideas for
conversation starters and mindfulness
activities that you can do in your
organisation to get everybody talking
about mental health! Click on the following
words for the links you would like to look
at: Resources; research reports; Tools for
Champions; Activities for the work place;
Mindfulness.



As part of Mates in your Corner – why
not check out our new Activity Pack – Six
Degrees of being in a Colleagues Corner –
this pack helps you to think about how you
can support and or start conversations with
colleagues who you work closely with and
those that you don’t. There are also tips for
you if you are a line manager!



A Brand Stencil where you can find loads
of branded material that you can also add
your information on, which you can print
and use straight away! Just click here
Brand Stencil and have a good browse.

FOR MORE
INFORMATION…
timetochange
@timetochange
Search “Time to Change”
@timetochangecampaign

