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Community event series

Throughout the Project Lift Community Engagement 
Events 2020/21 we explored the ‘what’ of leadership -
together establishing the 12 indicators of good leadership. 
In the latest Community Events Series 2021/11, we 
aim to collectively explore the ‘how’ of good leadership -
how we practically live these indicators in our everyday.

During this series, we aim to build on the 12 indicators and 
collectively explore what these look like in practice. We will 
be opening up some key leadership conversations of the 
moment to inspire, connect, learn and grow together as a 
community of leaders in health, social care, and social 
work.

On 7 October 2021, we invited Project Lift community 
members and sector leaders to come together to explore 
‘why caring for colleagues needs to be at the centre 
of your leadership’ and what opportunities can emerge 
within our own teams and organisations by doing so.

This pack provides an 
overview of the 

discussions.

1. Trust

7. Authenticity

4.Values-driven

6. Role-modelling

12. Creating 
space for 
reflection

2. Small things 
matter

11. Challenging 
negative 

behaviours

10. 
Humour

5. 
Understanding 

your team

9. Flexibility and 
adaptability

3. Purpose-driven

8. Kindness

12 indicators of good leadership

https://projectlift.scot/community-engagement-2021-report/
https://projectlift.scot/events/
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Courageous Conversations: Caring for colleagues
Our objectives for the session were to:

1. Support the collective understanding of how to implement 
the key indicators of good leadership across health, social 
care, and social work in Scotland, in this case particularly 
regarding how we care for our colleagues as leaders.

2. Bring together leaders to discuss how we can practically 
support a thriving and sustainable workforce into the 
future.

3. We will explore how effective leadership can contribute to 
the recovery journey ahead, asking questions such as:

A. Why does great leadership practice matter now, and 
for the future?

B. How can we genuinely pay attention to recovery 
within our own teams?

C. What works and what will trip you up?

Flow of the session:

1. Welcome

2. Opening perspectives

3. Breakout discussions

4. Whole group sharing

5. Closing reflections and next 
steps
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Who joined us?

Project Lift exists to support leadership at all levels and at all stages, in 
all roles across health, social care, and social work in Scotland. A 
core aim of the community events series is to broaden Project Lift’s reach 
and connect to more of the system, and so these events were open to all.

We were joined by 42 colleagues from across health, social care, and social 
work in Scotland. 

Participants joined us from across the system, including those working in 
nursing, HR, organisation development, education, dietetics and social 
work.

This included a range of organisations across Scotland, including NHS 
Education for Scotland, local NHS organisations in Lothian; Tayside; 
Greater Glasgow and Clyde; Lanarkshire, Partners for Inclusion, Care Plus 
Bute, Royal College of Occupational Therapists, Social Work Scotland, 
Glasgow City Council, East Ayrshire Council, Shetland Islands Council, 
Scottish Independent Advocacy Alliance and more.
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Section 1: Welcome and introductions (1/2)

To understand who is in the room and why they’ve joined, we ask attendees: ‘Why are you signing up for this event?’ and 
‘Have you attended a Project Lift event before?’. 

There was a mix of responses, but the majority of 
participants had attended at least one Project Lift 
event before. The majority of participants were 
primarily looking to build their leadership skills and 
use protected time to reflect.
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Section 1: Welcome and introductions (2/2)

Jenni shared her perspective on why caring for colleagues feels so important 
to her personally. She reflected on how relationships are at the centre of her 
own work and caring for our colleagues can be the personal touch that we all 
need to feel uplifted and supported in our work.

Everyone has unique experiences and ways of dealing with their own 
challenges. Therefore, when caring for our colleagues, it needs to be 
authentic, genuine, add value and, when done properly, it can serve as a 
meaningful way to bring teams together.

We started the event with introductions and scene setting about the topic to 
explore the context for the session ahead. In the chat we introduced 
ourselves and shared why we are participating in the workshop.

We then heard from Jenni Jones, Principal Lead at Project Lift who 
discussed why we are meeting.
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Section 2: Opening perspectives (1/4)

We then opened up the discussion by hearing from our speakers, who shared their own experiences and reflections on the question:

“How can effective leadership contribute to workforce recovery, and how can we incorporate caring for our 
colleagues into our teams and organisations?”

Our speakers:

Ben Farrugia
Director,

Social Work Scotland

Laura Lamb
Acting Director of 

Development and Innovation,
Scottish Social Services 

Council

Tim Mart
CEO & Co-founder, 

KnowYouMore

Dr. Emma Hepburn
Programme Lead for We 

Care Staff Wellbeing 
Programme, 

NHS Grampian
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Section 2: Opening perspectives  - Ben Farrugia (2/5)

Ben shared his perspective that successful leadership should be intimately connected to caring for others and be 
bespoke to the needs of your team. He set the scene by reflecting on the pandemic and noted how caring for 
colleagues became a natural focus during this time. He posed the question, how do we embed this care into our 
everyday leadership approaches post-pandemic?

Ben highlighted that we can bring out the best of our teams by holding their welfare in mind and building (and 
maintaining) a culture of care. He believes we must go above just having a shared purpose to connect colleagues. 

Ben also spoke about the importance of leaders showing their vulnerability and being willing to accept support from 
their colleagues. He also discussed the importance of asking questions, even when it may reveal your lack of 
knowledge and expertise; stepping aside when someone can do a job better than yourself; and differentiating 
between demonstrations of hard work (with things like cinema vouchers, free meals etc) and truly valuing an 
individual. 

Finally, Ben highlighted the approach ‘leading from behind’ to create an enabling environment for others. He pointed 
out that this approach doesn’t mean shying away from leading from the front when required, or making difficult 
decisions. In fact, Ben encourages leaders to use these situations as opportunities to learn from and understand 
how responding to certain challenges can be an act of care. Ben concluded that caring for colleagues isn’t solely 
about kindness. He noted there is something hard edged about making difficult choices to ensure the 
effectiveness of your team and sometimes this is overlooked, but it is another key component of being a 
leader.

“How can effective leadership contribute to workforce recovery, and how can we incorporate 
caring for our colleagues into our teams and organisations?”

Watch the recording of 
Ben’s talk here

Ben Farrugia
Director,

Social Work Scotland

https://drive.google.com/file/d/10N4KaxRrmgNSFOkQrpchU76ltii2Xa2W/view?usp=sharing
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Section 2: Opening perspectives - Laura Lamb (3/5)

Laura’s talk centred around the importance of compassionate leadership. She explained that strong 
relationships, and the support from our colleagues, make a fundamental difference to an individual’s wellbeing. 
Colleagues working across Health and Social Care bring their own personal values of compassion to their roles 
each day. Therefore, it is our responsibility to create the conditions to help better deliver great, person-
centred care and look after each other in the process. This will support a sustainable workforce.

Laura defines compassionate leadership as being consistent, and listening to, empathising with, and helping others. 
She noted the importance of doing this in a genuine way and really being present during challenging conversations. 

She encouraged us to ask ourselves, how can I keep myself motivated so I can truly help others? Laura also 
noted that leading in a crisis means we have to be agile but also think about our own wellbeing and resilience. She 
shared the resource ‘Leading in a crisis', developed by Scottish Social Services Council, which is designed to 
contextualise leadership in a crisis and consider how we untap leadership of others and truly consider the wellbeing 
of our own teams. Laura also shared the National Wellbeing Hub, where colleagues can access resources and 
wellbeing support for themselves, their colleagues and for carers.

Finally, it was noted that to sustain workforce recovery, time is the most crucial component. Leaders should 
be considering how to build in time to collaborate, time to recover together and time to think about our own 
wellbeing to ensure we are getting the opportunity to care for ourselves, our colleagues and our communities.

“How can effective leadership contribute to workforce recovery, and how can we incorporate 
caring for our colleagues into our teams and organisations?”

Watch the recording of 
Laura’s talk here

Laura Lamb
Acting Director of 

Development and Innovation,
Scottish Social Services 

Council

https://learn.sssc.uk.com/coronavirus/leadinginacrisis/
https://learn.sssc.uk.com/coronavirus/leadinginacrisis/
https://wellbeinghub.scot/
https://drive.google.com/file/d/1_fWSOAy3WBgIYdsBMW6kxgjK8fn93cER/view?usp=sharing
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Section 2: Opening perspectives- Tim Mart (4/5)

Tim shared his personal experiences, drawing on reflections from when the pandemic began. He observed a 
widespread ‘identity clash’, where the lines between home and work became blurred for so many of us. He 
recalled the sense of fear and uncertainty that drove him to consider “what can I do myself, and as part of 
my team, to help?”. 

Tim is a firm believer in the saying ‘you cannot pour from an empty cup’ and as a result, Know You More 
produced a resource called Self Care in a Crisis: a self coaching resource to support individuals through 
challenging times. Tim noted the snowball effect that can develop just by asking yourself “how can I help?”. 
Within just 6 months, this resource became part of a wider project with the National Wellbeing Hub, designed 
to support colleagues on their wellbeing and build resilience. 

Tim recalled colleagues, who had used this resource, feeding back that they found it so valuable they wanted 
to integrate similar practices into their own leadership approach. Colleagues had reported that after 
supporting themselves, they felt better able to support others and be able to promote a sense of self care in 
their teams. Tim encouraged everyone to try and build time into their schedule to allow for reflective, strategic 
thinking. He acknowledged that this is a challenge as self care if often one of the quickest things to be 
dropped during busy periods. 

Finally, Tim spoke about the importance of equipping different members in the team with the skills 
required to lead these courageous conversations around recovery and wellbeing, in order to to 
sustain its impact.

“How can effective leadership contribute to workforce recovery, and how can we incorporate 
caring for our colleagues into our teams and organisations?”

Watch the recording of 
Tim’s talk here

Tim Mart
CEO & Co-founder, 

KnowYouMore

https://projectlift.scot/resource/kym-self-care-in-a-crisis-self-coaching-resource/
https://drive.google.com/file/d/1X1vcMpgQe_YIP6GWR_OT_fo5C-1Y9NfZ/view?usp=sharing
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Section 2: Opening perspectives- Emma Hepburn (5/5)

Emma’s key takeaway was that wellbeing shouldn’t be seen as as a ‘nice to have’, it is essential and 
should be a ‘has to have’. She noted that, too often, wellbeing and workforce recovery is neglected. She shared 
that we must push for a cultural change towards incorporating and making room for wellbeing,so we can all carry 
out our roles to our best ability, and enjoy them more in the process. 

Emma noted that while leaders can often create stress, this also presents an opportunity for them to mitigate 
stress through caring leadership. Emma shared that leaders have a responsibility for creating the enablers 
of good wellbeing through the systems they create and their actions towards others. Leaders should also 
model the culture of wellbeing so colleagues feel supported in adopting similar behaviours themselves. Emma 
spoke about the need for leaders to take bold actions to create suitable work environments and enable a culture 
of wellbeing to prosper. Some of the key enablers that impact wellbeing in the workplace include: work life 
balance, autonomy, flexible working and trust. 

Emma encouraged leaders to reflect on their own barriers to supporting their wellbeing at work and to talk about 
this topic frequently with their teams and colleagues. Time for reflection can often be hard to carve out, but 
Emma challenged colleagues to shift their mindsets and view reflection being just as much a part of work 
as action and to do lists are. It was also noted reflection doesn’t always have to be about what’s going wrong, 
and the need to celebrate success is needed now more than ever.  

Emma’s latest book, ‘A Toolkit for Happiness: 55 ways to feel better’, offers reflections and practical tools to 
incorporate wellbeing into our daily lives. 

“How can effective leadership contribute to workforce recovery, and how can we incorporate 
caring for our colleagues into our teams and organisations?”

Watch the recording of 
Emma’s talk here

Dr. Emma Hepburn
Programme Lead for We 

Care Staff Wellbeing 
Programme, 

NHS Grampian

https://www.amazon.co.uk/Toolkit-Happiness-Ways-Feel-Better/dp/1529416183/ref=sr_1_1?adgrpid=1280931434020003&dchild=1&hvadid=80058309617936&hvbmt=be&hvdev=c&hvlocphy=4951&hvnetw=o&hvqmt=e&hvtargid=kwd-80058435887860%3Aloc-188&keywords=toolkit+for+happiness&qid=1633618308&sr=8-1
https://drive.google.com/file/d/1YP_O3jGfB4xj4xYA97A4qt1SKrD3szMh/view?usp=sharing


12

Section 2: Reflections from participants

Our speakers’ opening perspectives inspired a lot of discussion from participants, who shared their reflections...

“Point well made about how in a 
crisis often our self care is the first 
to go and how do we encourage 
people to find space for their self 
care.”

“Wellbeing of yourself is so important but 
often overlooked.”

“I can resonate with everything you said 
Ben. There is a distinct difference for me 
between managers and leaders/ 
leadership - caring central to this. People 
feeling valued, heard and listened to. I 
certainly remember good leaders and 
consider/reflect why they were good 
leaders.” “I would love to develop a 

community of coaching/ wellbeing 
practice in the organisation where I 
work.”

“Absolutely agree wellbeing needs to be 
embedded and not seen as an add on.”

“That is so true Tim, it feels selfish to 
care for yourself first but it is so important 
if we are to be there for others”

...on their own experiences … on challenging the system’s culture ...on opportunities for leaders

“I think in an ideal world we want to be 
honest in involving staff about the 
current situation in relation to resources 
/ lack of them at this time but the reality 
is we will overwhelm them even more 
than they currently are.”

“Being honest when others are 
unhappy and when this results in 
under performing is a form of caring.”
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Breakout discussions
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Section 3: Breakout discussions (1/4)

Reflecting on what you have heard and your own experiences, 
discuss:

• Why does great leadership practice matter now, and for the 
future?

• How can we pay attention to recovery within our own teams?
• What works and what could trip us up?

We then went into breakout rooms to discuss what we had heard and explore our own experiences.
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Section 3: Breakout discussions (2/4)

Participants first shared their opening reflections and their responses to the prompt “why does great leadership practice 
matter now, and for the future?”

Key themes from our discussions were:

● Embedding wellbeing into practices and shifting it from being an ‘add on’- the pandemic has further highlighted the stretches in 
capacity that we know negatively impacts wellbeing. We need to find innovative ways to embed wellbeing across system practices to 
sustain workforce recovery and resilience.

● Staff retention - there are challenges attracting and retaining staff in health, social care, and social work. We need to consider how to 
attract new people, but have systems in place that mean they feel supported and want to stay in the sector. It’s also important to pay 
attention to recruitment practices, to build the culture we want our system to have.

● Creating safe spaces for challenging conversations around wellbeing to take place - not all workplace challenges will disappear 
overnight, so we need to know how to create psychological safety and support colleagues to articulate their challenges as they arise.

● Different leadership styles have a strong impact on an individual’s experience - compassionate leadership, where people feel 
valued, leads to higher retention rates and better outcomes for patients and service users.

● ‘Happy people make happy places’- more positive workplace cultures and practices will emerge when others feel supported.
● People are exhausted - society is stressed and hostile so we must work towards challenging negative attitudes towards health and 

social care.
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Section 3: Breakout discussions (3/4)

We then explored the question “How can we pay attention to recovery within our own teams?” Key themes from our 
discussions included:

Visibility, which could look like:
Making yourself visible to your team, which can be challenging, but is vital for your colleagues to know you are genuinely there to support them. Just saying 
you’re there isn’t always enough. It’s also about offering individualised support to regnonise care is different for everyone, and allocating time for self care, 
signposting towards resources, hosting drop in session, or even finding spaces that could be turned into a ‘wellbeing’ hubs.

Actively give ‘permission’ for self care, which could look like:
Leading by example and showing your team it is okay to use time for wellbeing, to try to reflect the culture you want to see within your own teams. For some 
colleagues, reflection and self care will not come naturally, giving explicit permission for self care can help empower our teams.

Recognise and acknowledge barriers, which could look like:
For those who have been working in health and social care for a longer time, this may feel like a big culture shift and may come with some resistance. Some 
colleagues may not be used to asking for help and may be resistant to change. It’s important to recognise that there is likely a large pool of people that don’t 
feel like they have enough support to engage on this topic.

Embed wellbeing into structured conversations, which could look like:
Including wellbeing checks as part of supervision or 1:1s to support people to feel more comfortable discussing wellbeing (the good and the bad). The more 
often wellbeing is discussed as a ‘normal’ practice, it will feel more informal and less daunting when you need to ask for help.



17

Section 3: Breakout discussions (4/4)

We then considered “What works, and what could trip us up?”

Key themes from our discussions:

Culture shift
Leaders need to address that what we’re exploring demands a culture shift, and for some people feelings of guilt may arise. Recognising this and 
knowing how to respond accordingly to give colleagues permission to focus on their wellbeing will be crucial. It’s important to not over promise and 
under deliver on changes that can be made to better support colleagues. One groupd explored the notion that rather than ‘showing vulnerability’, 
could we frame this as a ‘demonstration of humility’? A shift in language can have big implications for the cultural shift.

Valuing and support psychological safety
This could include encouraging protected or free time in calendars as a self care measure, and encouraging colleagues to respect this as 
important time. Actively encouraging people to still have those informal ‘tea time’ catch ups virtually to check in with colleagues. It can also be 
about moving away from where the voices that are loudest are heard - it’s having a safe place to share opinions.

Adapting current practices
Where can we adapt current processes to incorporate small elements of wellbeing, rather than drastic changes that may not stick? For example, 
this could look like aimin for online meetings to finish 10 minutes before the hour to support people to move away from the screen momentarily, or 
supporting informal contacts and lunches that many people are missing in the virtual world.
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Section 3: Whole group sharing

As we heard the key themes that came out of 
discussion groups, participants shared their 
individual reflections and what was important to 
them, answering the question “What is your 
one key reflection from your discussions?”

“Community of Allies -
Kindness, everyday 
small actions count, 
recognise the progress 
and remember this is 
cultural so will take time 
and sustained focus.”

“Importance of 
role modelling. 
We are all 
leaders.”

“We are able to show care when we 
know the people we are wanting to 
share care to, ie relationships are 
key.”

“The importance of actually feeding 
back to leaders about the impact 
good leadership has.”

“Simple things matter and 
make a difference to people.”

“Context is everything: model 
listening closely and feeding back to 
people about what will happen with 
the content.” “Leadership needs to be 

acknowledged as a topic that 
everyone needs to have an 
awareness of and why this is key.”

“A deeper appreciation of the 
differences (and sometimes 
confusion) between "caring" and 
"basic human rights' ' e.g. voice 
being heard.”

“The importance of self-care, 
and leading by example.”

“Small actions and behaviours 
which add up to a 'culture'; a 
culture which demands and 
enables the kind of leadership 
we're talking about today.”

“Importance of informal caring 
conversations and peer networks.” “The critical need 

for powerful role 
modelling from 
leaders throughout 
the organisation -
this in turn will lean 
into showing up the 
need for those 
leaders to be 
relational to 
understand what 
wellbeing means to 
individuals.”

“Importance of supporting 
ourselves and others to build 
our own 'strong boat'.”
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Final reflections 
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Section 4: Closing reflections

Finally, we closed the session by reflecting on all 
of the conversations so far, and thinking about our 
next steps. We asked participants: “What is one 
practical step you will take to apply the 
learning from today to either yourself, your 
team or your organisation?”

“Ensure that there is 
space for time to talk 
and share reflect and 
get support when we 
need it and also 
arrange to go for a 
walk together.”

“Listen with empathy - and 
act!”

“Check in with my 
team on a personal 
level not just work 
level.”

“Talk about 
the simple 
things which 
matter.”“Maintain a lunch break 

in my work diary.”

“Test out one personal daily 
wellbeing activity DURING the 
working day (rather than outside 
working hours).”

“Promote self care more proactively 
within my team - encourage staff to 
take the time to focus on 
themselves.”

“Remember it’s okay to 
show vulnerability and ask 
for help when I am 
struggling which I will do.”

“Support my team to 
reflect.”

“Encouraging values based, 
recruitment, appraisal, meetings 
etc.”

“Keep role modelling 
compassion, kindness 
and self care.”

“Launch a coaching 
programme that focus on 
leadership for wellbeing.”

“I’m part of the strategy 
group for well being - will 
share some of the really 
good key points and hope 
that we can start to get 
staff working on the 
ground more engaged.”

“Continue to role model good 
wellbeing practices to those I can 
impact.”

“Role model behaviour that has a positive impact 
on (my) wellbeing.”

“Role model 
intentional 
wellbeing 
conversation 
and practices.”
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DIY: 1-hour community conversation
● 5 mins - Introductions: Welcome participants and encourage everyone to grab a tea, coffee or lunch. Kick off 

introductions in the chat box, asking everyone to share who they are, where they're joining from and why.
● 5 mins - Opening perspective: Introduction from the host sharing what you learnt from this event, and why you wanted 

to bring this conversation to your own team. Focus on storytelling, ask questions, and don't be afraid of the tricky 
issues!

● 30 mins - Breakout discussions: As soon as the introduction is over, go into smaller breakout rooms. Discuss 
reflections from the introduction, own experiences, and what can we do, individually and as a team community, to 
foster cultures that place real value on relationships.

● 15 mins - Whole group discussion: Ask for a volunteer from small groups to share the top themes that came out of 
their discussion, then open up the floor for reflections.

● 5 mins - Closing reflections: Spend 30 seconds in strictest silence individually reflecting on the discussion, and share a 
closing reflection in chat. Use a prompt to get people thinking about practical next steps: "One practical step I will take 
away from the discussions is…". As you close, remember to ask participants to share their feedback on the 
discussion.

Having this conversation in your own team 

Thank you so much for joining us. Did you value the conversation, and would you like to take your 
learnings into your own community? Why not host your own conversation on how to embed 
indicators of ‘good leadership’ in our everyday practice? There are lots of ways you could do this, but here 
are our steps to hosting your own community conversation.

Check out this handy cheat 
sheet to learn more.

https://projectlift.scot/how-to-host-your-own-online-leadership-conversation/
https://projectlift.scot/wp-content/uploads/2021/04/DIY_-Community-hosted-conversation.pdf
https://projectlift.scot/wp-content/uploads/2021/04/DIY_-Community-hosted-conversation.pdf


22

Evaluation

5/5

% of participants 
would recommend 
an event like this to 

a colleague
100

Average Score:

What our participants thought...

- “Great opportunity to connect with others and engage in conversations 
with others.”

- “Important topic of caring for one another as the key strength to 
maintaining survival and the ability to offer our best to the community.”

- “Great range of perspectives and opportunity to remind myself that caring 
matters (for myself, my team)”

- “I found this both very interesting and informative. I particularly enjoyed 
the discussions about how we could personally implement the learning in 
our own teams/organisations and to be more insightful in caring for 
colleagues. I also received a recommendation for a book, and this has 
been great!”

- “The conversations in the breakout rooms and the use of the chat 
function made it really interactive.”

- “I found the content and contribution from the presenters interesting.”

What 
participants 
said about 
the event:
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Upcoming events

Find out more and register: 
projectlift.scot/events

Why caring for colleagues 
needs to be at the centre of 

your leadership

7 Oct 2021

Why bother with great 
collaborative leadership 

practice?
Registration now open

21 Oct 2021

How can leadership support 
safe conversations at work?

Registration now open

18 Nov 2021

“What you permit, you 
promote” Why it matters to 

lead by example

Registration now open

25 Nov 2021

What makes a flourishing 
team?

Registration now open

2 Dec 2021

How to create a shared 
purpose

29 Sep 2021

http://www.projectlift.scot/events
https://projectlift.scot/event/how-can-leadership-support-safe-conversations-at-work/
https://projectlift.scot/event/what-you-permit-you-promote-why-it-matters-to-lead-by-example/
https://projectlift.scot/event/what-makes-a-flourishing-team/
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Thank you
If you have any questions about anything in this pack or any of the events in the series, feel free to contact us at 
hello@kscopehealth.org.uk.

mailto:hello@kscopehealth.org.uk
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