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Community event series

Throughout the Project Lift Community 
Engagement Events 2020/21 we explored the ‘what’ of 
good leadership and established the 12 indicators of good 
leadership (see image to the right). In the latest 
Community Events Series 2021/11, we now aim to 
collectively explore the ‘how’ of good leadership - how we 
practically embed these indicators in our everyday work.

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 29 September 2021, we invited Project Lift community 
members and sector leaders to come together to explore 
the power of a shared purpose (i.e. indicator 3 
‘purpose-driven’), how to embed this and what 
opportunities can emerge by continually developing 
shared purpose within our teams and organisations.

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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Getting practical: The power of a shared purpose

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 to 
be purpose-driven as leaders.

2. Understand how leaders can implement ‘creating 
shared purpose’ within a team or organisation, 
helping to bring the team together.

3. Provide participants with a chance to build 
connections, feel energised and inspired, and a 
safe space for learning and reflection.

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 56 colleagues from across health, social care, and social 
work in Scotland. 

Participants joined us from across the system, including those working in 
administration, education, management, public health, nursing psychology, HR, 
project management and pharmacy. 

This included a range of organisations across Scotland, including NHS 
Education for Scotland, local NHS organisations in Glasgow; Orkney; Fife; 
Lanarkshire; Lothian; Borders; West Isles & Tayside; Forth Valley; Grampian; 
Shetland, North Lanarkshire Council, Perth & Kinross Council, Partners for 
Inclusion, Scottish Government and Public Health Scotland, Healthcare 
Improvement Scotland 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 for the 
majority, this was their first Project Lift event, 
and participants were primarily looking to 
build their leadership skills and watch the 
speakers.
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Section 1: Welcome and introductions (2/2)

Jenni shared her perspectives on why creating a shared purpose within 
a team and organisation is so vital. She reflected on how a shared 
purpose could enhance teamwork and provide better outcomes for 
those working in health, social care, and social work across Scotland. 

Jenni also spoke about the importance of taking time to reflect on your 
own purpose and learning what motivates your colleagues to establish 
where everyone can add value, deliver great care and work alongside 
others towards a shared vision.

We started the event with introductions and scene setting about the topic, 
understanding 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:

“What does ‘creating a shared purpose’ look like in practice and how can we incorporate this into our teams 
and organisations?”

Our speakers:

Jimmy Paul
Director

WEAll Scotland

Steve Coulson
Lead Training Consultant, 

Thistle Foundation

Sue Northrop
Director, 

Dementia Friendly East Lothian 

Watch the recording here

https://drive.google.com/file/d/1mbZJO14bol5anDO1Z5kV6iVQPAeFJi7a/view?usp=sharing
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Section 2: Opening perspectives  - Jimmy Paul (2/4)

Jimmy shared his perspective that at the heart of a shared purpose should be strong relationships 
that are continually worked on. He emphasised that, as leaders, it’s important to listen to your team. 
This is about listening to understand, rather than listening to just respond. Jimmy also discussed 
that in order to build a common purpose within a team or organisation, we must be flexible to meet 
the needs of those we exist to serve. 

Jimmy highlighted that in order to create a shared purpose, you must understand where everyone 
is coming from. Everyone will be bringing their own lived experiences to the table and, as leaders, it 
is our role to acknowledge and respect this. Jimmy also noted the importance of bringing people 
together from diverse backgrounds and building on each person’s expertise to develop a shared 
purpose.

He encouraged leaders to look inwards and reflect on their own motivations. By sharing our 
personal drivers, we can build greater shared understanding between colleagues. Jimmy’s 
comments resonated with participants, many of whom expressed their agreement that self 
awareness and having shared values with your colleagues is vital. 

“What does ‘creating a shared purpose’ look like in practice, and how can we incorporate 
this into our teams and organisations?”

Jimmy Paul
Director

WEAll Scotland
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Section 2: Opening perspectives - Steve Coulson (3/4)

Steve shared his perspective, emphasising that purpose and meaning are a fundamental part of 
who we all are and what we do.

He shared his experiences using ‘person-centred planning’ and reflected that planning around an 
intention can sometimes be far more powerful than focussing solely on aims and objectives. One 
tool he found beneficial to ‘person-centred planning’ is called ‘the north star’ - encouraging people 
to reflect on what it is that drives and motivates them as an individual.

Steve also highlighted that being willing to listen and understand what motivates others is crucial 
to building connections, echoing Jimmy’s point that relationships are fundamental to creating a 
shared purpose. Steve noted that creating a shared purpose can take a lot of hard work, due to 
the tendency of traditional workplace structures to limit engagement of this kind. It can be easy for 
colleagues to shift responsibility onto others, so leaders should reflect on their role within this.

Finally, Steve shared Thistle Foundation’s experience of addressing this challenge by adopting a 
‘self-management’ style of working. In practice, this means decisions are being made closer to 
individuals, and Thistle is developing clearer accountabilities and responsibilities for people to 
understand and model the organisation’s purpose.

Steve Coulson
Lead Training Consultant, 

Thistle Foundation

“What does ‘creating a shared purpose’ look like in practice, and how can we incorporate 
this into our teams and organisations?”
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Section 2: Opening perspectives- Sue Northrop (4/4)

Sue discussed what having a shared purpose has meant for her. Sue shared her personal 
mantra ‘living not existing’, which has helped shape key decisions she has made within her 
career and personal life. 

Sue noted that throughout her career and during personal challenges, what stood out to her that 
was an understanding manager, who recognised and respected her life outside of her job role. 
She also highlighted that when there is a shared purpose, everyone will have their own personal 
beliefs about the purpose, but it remains the glue that connects people together.

Sue shared two examples from her local community work where a shared purpose was core to 
responding to the situation. This was during the 2018 ‘Beast from the East’ and the Covid-19 
pandemic. Sue reflected that even though the definition of the emergency was different in both 
situations, the shared purpose (of looking after community members), was present in both 
scenarios and was core to building strong, long lasting relationships.

Finally, Sue noted the importance of holding teams accountable to their shared purpose and 
speaking up with humility when it feels like a team is drifting away from their purpose.

Sue Northrop
Director, 

Dementia Friendly East Lothian 

“What does ‘creating a shared purpose’ look like in practice, and how can we incorporate 
this into our teams and organisations?”
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Section 2: Reflections from participants

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

“I think you have highlighted 
that investments in 
relationships, and learning 
about and supporting each 
other, creates a shared 
purpose”

“I use a similar mantra to Sue. 
Thriving not just surviving”

“What is coming up for me is the national 
conversation about attracting and retaining new 
people into H&SC. When you listen to many staff 
stories, caring for others is often stated as a purpose 
and comes from life experience. So matching 
salaries to supermarket pay and assuming that we 
will attract and retain new HCAs for example is not 
the answer.”

“Thank you Jimmy, fantastic 
to hear from you; your 
message on going 
where/who people are to 
better connect with them is 
so important. Love your 
point on driving one's own 
obsolescence.”

“I find that in healthcare we are still very much in 
crisis mode. Constant firefighting and little time for 
reflection and evaluation.”

“Really enjoying your 
inspirations Steve - the heart 
in your messages of hope, 
relationships and intent - I'm 
all in!”

“I can identify with all you 
discussed around self. Self 
awareness and shared values 
with others so important.”

...on their own values ...on current workforce challenges ...on opportunities for leaders

“What another participant said about a difficult 
manager really resonates too. It can be so draining 
and people don't leave jobs, they leave managers".
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Breakout discussions
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Section 3: Breakout discussions 

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

• What does being purpose-driven look like as a leader?

• How do we actually create and align around a common purpose in a 
team, especially when we all have unique motivations?

• How can we stay true to our purpose, even when times are tough?

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

Participants first shared ideas on “what does being a purpose-driven leader looks like in action?”  

Key themes from our discussions were:

● Being ‘outcomes-focused’ - working with your colleagues to understand what they want to achieve individually, and what you want to 
achieve together, and considering how you will collectively get there. This is about not getting fixated on goals and objectives, focusing on 
the wellbeing of the team and how we can achieve something great together.

● Vulnerability and authenticity - not being afraid to show your colleagues what your passions are, what motivates you and reveal more 
about yourself on a human level.

● Recognisable - being purpose-driven is about walking the walk as well as talking the talk. Can your colleagues see that you are purpose 
driven in your actions and small gestures, as well as the policies that are made within organisations?

● Accessibility - it’s essential to use language that everyone understands when communicating a shared purpose. This is to ensure 
everyone is on the same page and shares the same understanding of the purpose and vision, so everyone is working with the same goal in 
mind.

● Create spaces to talk - make it easy for your team and colleagues to have open conversations around the shared purpose. It is also 
important to support others to be authentic and to have a voice that is heard.

● Recognise the importance of ‘kitchen chat’ that many will still be missing - where can you incorporate the informal catch-ups that we 
used to get when working face-to-face with each other everyday? These conversations were a vital component of relationship building and 
emphasis should still be put on getting to know each other.

● Mutual respect - when there is a shared purpose, individuals will have their own driving forces to achieving it and this should be respected 
and celebrated.
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Section 3: Breakout discussions

We then explored the question “How do we create and align around a shared purpose in a team, 
especially when we all have unique motivations?” Key themes from our discussions included:

Flexibility and visibility
● Showing up with the right energy, role modeling to your colleagues your belief and personal drivers towards the shared purpose.
● Being flexible in your approach as a leader and meeting your team where they are at.

Empowering our colleagues 
● Bring the team together and discuss your priorities while empowering them to lead the way (with guidance). Don’t make decisions on their 

behalf, empower them to or give them opportunities to share their ideas to feel valued and aligned.
● Set aside time for colleagues to have reflective discussions together. Also giving yourself this time to reflect, and being prepared to have 

difficult conversations if they need to be had.
● ‘What matters to me, what matter to you, and how can we work and support each other with this shared purpose?’ is a powerful question to 

start conversations with, as a check in in and check out.

Listening to understand
● Explore what your team strengths are and how these can be utilised better.
● Recognise the purpose of collective leadership and the need to re-evaluate a shared purpose if behaviours aren’t reflecting the goal. Listen 

to why this may be and what can be done about it collectively. 

Building strong relationships
● Before you can gather around everyone around a shared purpose, there needs to be a mutual respect between a group and for everyone to 

feel comfortable and heard. Focus on building these relationships first so people feel comfortable sharing more about themselves.
● Think of ways to flatten the hierarchy so people feel their opinions are heard.
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Section 3: Breakout discussions

We then explored the question “How can we stay true to our purpose, even when times are tough?” 

Key themes from our discussions:

Get creative
● Build your own ‘why board’ to serve as a visual reminder your motivations, passions and drivers around the shared purpose.
● This could also be done with a team to share each individual’s ‘why’ and build greater shared understanding of everyone’s 

motivations.
● Ask colleagues what their screen saver is on their phone as a way to spark conversation about what is important to people and to

build more personal conversations about motivations.

Co-creation of workplace culture
● Reflect on where there is room for improvement to fine tune the culture, right down to changes in process. E.g. during recruitment 

practices, how are you ensuring that those joining the team have some personal connection to the shared purpose of the wider 
organisation?

Values based reflective practice
● Offer protected time (where possible) to enable colleagues to understand and recognise their personal and professional values. By 

doing this, it supports colleagues to feel re-aligned to their purpose and deliver better outcomes and care.
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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?”

“Keep the 
patient/client/ 
individual in mind 
when creating or 
developing your 
shared purpose.”

“Asking the 
questions: why 
am I here, why 
are you here?”

“That we need to be intentional about 
creating the spaces to connect and 
share and build/develop 
relationships.”

“The incredible importance of 
relationships, taking the time and 
space to build that bond within 
teams.”

“That the key to shared 
purpose is respectful listening.”

“We are all different, listen to 
understand and important to hear all 
voices.”

“Be authentic and connect as 
people regardless of role/status.”

“Giving others opportunities to 
define purpose and really 
thinking about how purpose is 
communicated in a language 
everyone can understand.”

“One discussion, at a time to 
take people with you!”

“No matter what sector you 
work within, we are all facing 
the same challenges in relation 
to leadership.”

“When developing a shared 
purpose, meet people where 
they are. Listen!”

“Post 'heros' phase, 
it is important for 
staff to support one 
another, connecting 
openly and listening 
to understand 
individual 
differences within a 
shared purpose.”

“Build relationships and 
empower people to feel heard 
and valued. Culture and 
flattened hierarchies is 
important.”

“It was easy to feel lost in the covid world but using 
my WHY board has meant each day I make sure I 
do a little of what is my WHY that feeds my soul.”
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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?”

“Learn to use Mural as 
a tool to help engage 
and make my own 
WHY board.”

“To continually revise the 
purpose along the project 
journey.”

“Spend time reflecting 
on my own why.”

“Scheduling 
moments for 
reflection- it's 
easy to forget 
to take the 
time.”

“I will be creating my 
own WHY board!'”

“Why board for clients 
too.”

“Encourage my team to understand 
they do have a shared purpose

“Create opportunities for 
relationship building at meetings. 
Getting to know each other time. 
Creating space for talking about 
purpose and intention. And a 'why' 
board.

“Follow my fab colleague's 
Aitken, Kris example and 
seek out opportunities to 
connect in person with my 
team.”

“Take more time for me”

“Keep reminding the 
purpose/bigger picture and 
reflection.”

“Take a step back and 
reflect on why doing 
what we do.”

“Keep up the dialogue. 
Listen to the answers. 
Involve one conversation 
at a time.”

“For myself,, stop and 
take a breath. For my 
team, relationships 
relationships relationships. 
For my organisation, 
acknowledge the fatigue 
and work through to the 
shared purpose..”

“Consider what practical steps I can 
take not only for myself, my team or 
my organisation but for the public ... 
in my case, the people of Aberdeen.”

“Remembering to practice kindness - for myself 
and my team.”

“Support the 
practice of 
authenticity. It's not 
easy for everyone.”
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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
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Evaluation - what our participants thought about the event

5/5

of participants 
who responded to 

the feedback 
survey would 

recommend an 
event like this to a 

colleague

100%

Average 
Score:

- “Interesting to hear from different sectors and making new 
connections. Project Lift team also make you feel very 
welcome.”

- “Very interesting, thought provoking speakers and discussion 
groups.”

- “Always good to have time to learn, connect with others and 
some personal reflection time.”

- “I enjoyed the break-out rooms times to discuss in smaller 
groups and share what works for us as individuals and find 
common ground.”

- “It was a good opportunity to take time out to reflect, reassess 
my leadership and pick tools from others (i.e. working 
collaboratively) to help improve myself, my team and therefore 
my organisation.”

- “Inspiring speakers, and facilitated breakout rooms meant we 
were able to discuss and reflect rather than just passively 
listening. Good length of time also.”

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?

21 Oct 2021

How can leadership support 
safe conversations at work?

Registration open

18 Nov 2021

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

lead by example

Registration open

25 Nov 2021

What makes a flourishing 
team?

Registration 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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