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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 21 October 2021, we invited Project Lift community 
members and sector leaders to come together to explore ‘
‘collaborative leadership practice’ 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, and particularly how we 
practice collaborative leadership.

2. Explore what we need to be paying attention to have a 
thriving and sustainable workforce in the future.

3. Discuss how we can all, regardless of role, profession or 
level, practice the kind of leadership that enables a truly 
integrated health and social care system.

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

Participants joined us from across the system, including those working in speech 
and language therapy, social work, organisational development, nursing and 
administration.

This included a range of organisations across Scotland, including Parkinson’s 
UK, Glasgow City HSCP, Scottish Association for Mental Health, CSN Care 
Group, Barnardos, North Lanarkshire Council, Abertay University, Public 
Health Scotland, Centre for Excellence for Looked after Children In Scotland 
and local NHS organisations in: Lothian, Grampian, Borders, Tayside and more.
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Section 1: Welcome and introductions (1/2)

To understand who was in the room and why they joined, we ask participants: ‘Why are you signing up for this event?’ in 
the registration form and asked the poll ‘Have you attended a Project Lift event before?’ during the session. 

44 participants responded to the poll. Just over 50% of 
respondents have attended at least one Project Lift event 
before. The majority of participants were primarily looking 
to build their leadership skills and hear from the speakers.
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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 on why it really means to be a 
great leader in an integrated health and social care system. We asked them to reflect on the following question:

“Why should be bother with collaborative leadership practice?”

Our speakers:

Jane Douglas
Transforming Workforce 

Lead for Nursing, Scottish 
Care

Ron Culley
Chief Executive, Quarriers

Karen Reid
Chief Executive, 

NHS Education for Scotland
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Section 2: Opening perspectives  - Karen Reid (2/4)

Karen believes that at the heart of collaborative leadership are strong relationships. When asking herself why collaboration is 
essential in health, social work and social care, Karen said, “We know that working together can deliver better experiences 
and better outcomes for citizens across Scotland, but it’s also a real opportunity to learn from people with different 
backgrounds and different skills to our own”. Karen uses  the ‘three C’s’ in her approach to collaborative leadership: 
communicate, create the conditions, and commitment.

For communication, Karen encouraged everyone to challenge themselves to be the best version of themselves every day, even 
through difficult periods. Moreover, when there are hard times, try to uncover the core reason behind your challenges, and 
consider what is getting in the way of your team being able to work together to provide the best outcomes. Once we’ve named 
challenges, we can then work to address them. Karen noted we should also consider what our colleagues need from us -
and often we get side tracked in the day-to-day tasks, meaning we can forget to have fun along the way.

Creating the conditions is about considering what could be different and what improvements could collectively be achieve 
together. In addition, co-creating a shared purpose and metrics for success can bring teams together. Karen shared how 
important it is to remember that ‘power with’ is more powerful than ‘power over’. Too often job titles and hierarchies are used 
to strike a power imbalance, when more can be achieved when teams come together on an even playing field.

Finally, commitment is at the heart of being a great collaborative leader. Karen shared a tool she uses during meetings - she 
likes to go into meetings considering ‘what can I do and what can you do’. This is to offer up resources and time, and 
encouraging others to do the same. A crucial component of showing commitment is following through when you say you will 
do something, and doing it to the best of your ability. Karen ended with reminding us to celebrate and share opportunities 
to grow and learn together.

“Why should be bother with collaborative leadership practice?”

Watch the recording of 
Karen’s talk here

Karen Reid
Chief Executive, 

NHS Education for Scotland

https://drive.google.com/file/d/1iSJTfjdtPwQ1up94B3Ef6CaiAdaAEh-4/view?usp=sharing
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Section 2: Opening perspectives - Ron Culley (3/4)

Ron used personal stories to share his perspective on why collaborative leadership is vital. He echoed Karen’s 
viewpoint that at the heart of this topic is fostering great relationships.

The first story Ron shared was about his time travelling, recalling a pivotal moment was when he made eye contact 
with the strangers and felt he was able to build connections with them. This has shaped Ron’s belief that building 
trust and connection is so vital in both your personal and professional life.

Ron shared some of the challenges he faced in a previous role (delayed discharge) and the difficulties health and 
social care colleagues had collaborating with each other. He highlighted that while the health and social care share 
commonalities, there is a lot that also sets them apart. Ron believes a large problem is that sectors often define 
themselves in opposition to one another, and this can lead to a perceived lack of legitimacy, which makes it 
difficult to collaborate. 

Ron concluded that tenacity is crucial to collaboration. You can create common ground and respect, but you 
then have to sustain that. Ron shared somes tools we can use to bring people together. Firstly, using data to be 
able to define a common experience and put facts in front of people and asking them to decide what it means. 
Secondly, in order to build a sense of shared mission with those you collaborate with, bring your mission back to 
the people you have in common e.g. those you’re caring for. Finally, consider incentives and establish what it 
is that you can do in a collaborative environment that you couldn’t have done otherwise.

“Why should be bother with collaborative leadership practice?”

Watch the recording of 
Ron’s talk here

Ron Culley
Chief Executive, Quarriers

https://drive.google.com/file/d/1ZL9po-yiL4GJ58oRChJzKRE-wIzjJ0l5/view?usp=sharing
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Section 2: Opening perspectives- Jane Douglas (4/4)

Jane reflected on her journey through leadership over the years and shared some of the tools she has found valuable. 
Jane is an advocate for person-centred practice, which refers to a person-centred culture that is built around kindness, 
compassion and care. Jane believes that in order to improve outcomes, we need to create flourishing and caring 
organisations. Jane noted her style of leadership has evolved over the years and is an ongoing journey that develops 
daily. Throughout Jane’s PHD, where she explored how people make sense of their world, Jane reflected on her own 
experiences and perceptions. It helped her to understand that her reality and the reality of others, is very different, so 
finding common ground is vital. 

Jane tries to model the ‘self determination theory’ within her own leadership. Jane uses this model to shift her focus onto 
how her teams can do more of what is working well ,instead of focussing on what isn’t working well. She finds this 
embraces others and offers more motivation than the latter approach. Jane also believes everyone has their own 
hidden talents and abilities and it is our job as leaders to foster these beliefs within our colleagues. This can be 
achieved through cultures of openness, transparency and honesty. 

Jane tries to motivate and encourage her team where possible, and she knows that when her team are happier, they 
can provide better care for service users. Some tools Jane uses include: creating safe spaces to speak; shifting to a 
solutions-focused approach; having daily team huddles to incorporate self reflection into everyday; sharing what 
is going well, rather than what is going wrong; and utilising resources like ‘evoke cards’ to support reflection on 
how people are feeling. Jane also finds journalling a valuable practice for herself to reduce stress and anxiety. Finally, 
Jane concluded we should encourage cultures of kindness to ensure all those involved in an organisation are part of 
shaping a positive work environment.

“Why should be bother with collaborative leadership practice?”

Watch the recording of 
Jane’s talk here

Jane Douglas
Transforming Workforce 

Lead for Nursing, Scottish 
Care

https://drive.google.com/file/d/1lKwxWfkHYRuCoSZ_BCFH8x_53Z-PKHnv/view?usp=sharing
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Section 2: Reflections from participants

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

“Thanks Ron, data helps to 
challenge assumptions. 
Collaboration is definitely about 
building trust and open 
environments which allow positive 
change.”

“I feel Karen gave a real sense of re 
connecting and how we do this, thanks.”

“Thank you Jane, really enjoyed your 
presentation and reaffirms importance of 
person-centredness.”

“I think tenacity is really important -
staying with it when perhaps things 
feel tricky, as you have likely hit on 
something important and it's worth 
trying to understand more.”

“Very powerful to start all our conversations 
from a 'shared humanity' place.”

“Language is definitely the most 
prominent barrier i've experienced so far, 
thank you for the reflection Karen.”

...on leadership approaches … on enabling change across the system ...on navigating challenges

“I think that to have a whole system 
approach it is vital to understand the role 
and remit of all services and that 
understanding grows through relationship 
building. As collaborative leaders we can 
role model how important that is and 
convey that it's something we have to work 
at - like all relationships. I've seen more 
horns locking recently and I think that's 
caused by frustration and tiredness.”

“The point about presenting people with 
facts was brilliant!”

“Being kind goes a long way.”

“Thank you Jane - lots of practical 
suggestions and I think looking at 
appreciating what works and is good is 
engaging for people.”

“I feel Karen gave a real sense of re 
connecting and how we do this, thanks.”
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Breakout discussions
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Section 3: Breakout discussions (1/5)

Reflecting on what you have heard and your own experiences, 
discuss:
• Why do I need to think about this, regardless of the role, level, or 

place I work?
• What works? The fast food or slow cooking approach?
• What’s the power in more attention to great leadership practice?
• Why does working across health and social services matter?

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 (2/5)

Participants first shared their opening reflections and their responses to the prompt “Why do I need to think about this, 
regardless of the role, level, or place I work?

Key themes from our discussions were:

● Staff retention - Lots of people are leaving the health and social care sector, so if we don't make this a nice place to work and a 
collaborative flourishing environment, people will leave jobs.

● Building and enabling strong relationships - We need to create the conditions that allow for positive relationships to form and grow. 
● Challenge the status quo - Lots of people join the health and social care sector for their own personal reasons - how can we make 

the sector more appealing to young professionals and break some existing negative narratives or stereotypes about the health and
social care sector?

● Need for collaboration - It seems that the majority of partnership working is common sense, but different organisations, or even levels 
of staff, spend a lot of time looking inwardly and for themselves, rather than considering what can be done together in a better way.

● Team morale - If you’ve been in a team where collaboration isn’t present, morale drops. It’s about getting the best out of people.
● External pressures - In recent times, teams have felt strained due to organisational change and pressures. How do we then move to 

a more collaborative approach? This becomes challenging if you can’t control external pressures across the system.
● Resilience - Having a collaborative approach can remind us of our shared purpose when sometimes we feel lost. Even when we are 

busy, it’s important to prioritise making time for people and allowing flexibility for each other in the ways that we work.
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Section 3: Breakout discussions (3/5)

We then explored the question “What works? The fast food or slow cooking approach?” Key themes from our discussions 
included:

‘Slow cooking’ approach:
● The majority of participants believe that the ‘slow cooking’ approach was the better method to adopt, long term.
● It’s important to make the time to connect with people first, build relationships and understand more about them and what matters to them. Over 

time this will make collaboration easier.
● Collaboration isn’t just vital to your immediate teams, keeping connected with previous colleagues when someone moves to new team is also 

beneficial. It’s worth investing into our networks and relationships so we have more scope to collaborate.
● Longer term, ‘Slow cooking’ relationships support the ability to also perform ‘fast-food’ collaboration at pace.

‘Fast food’ approach:
● A few participants shared examples of where making smaller changes, such as creating time for colleagues to bring questions and be listened to, 

having regular visibility of leaders, and checking in with people, helped to build trust and then people are more inclined to collaborate.
● One member of the group highlighted an issue where, sometimes rather than sharing information and giving people the opportunity to collaborate 

and get involved, managers assume that staff will be overwhelmed and don’t have time to engage, so don’t ask for their involvement. This 
intention is good, but the impact is that people may feel excluded and don’t have the opportunity to contribute. 

● It is also possible to work back from the ‘fast-food’ to the ‘slow cooking’ approach (e.g a child is placed with a family in an emergency. We can 
work back to create a care plan).
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Section 3: Breakout discussions (4/5)

We then considered “What’s the power in more attention to great leadership practice?”

Key themes from our discussions:

● Empowering teams - By focusing on great leadership practice, it contributes to a collective understanding and 
people can see their own leadership contributions, as well as that it is something we can all contribute to.

● Appreciative inquiry - This is about focusing on what works over what doesn’t work. It can be motivating for 
colleagues and leads to more of the good practices.

● Trust - By having more attention on great leadership practice, we can build a stronger level of trust amongst team 
members and feel confident that our colleagues are here to do a good job and feel aligned with the organisation’s 
shared values.

● Acknowledging barriers - By paying more attention to leadership practices, we can identify and recognise potential 
barriers and have the conversations needed to establish why they exist and how they can be tackled.

● Innovation - we won’t be able to improve and innovate if we don’t reflect and examine how we can improve.
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Section 3: Breakout discussions (4/5)

Finally, we considered “Why does working across health and social services matter?”

Key themes from our discussions:

Why is integration important?
● Sharing best practice - To support people moving past thinking ‘it’s someone else’s problem’ and more towards understanding what the real issues are. That’s 

where it’s important to share practice, including what is working well. Working virtually across Scotland is creating more opportunities for working across 
geographical areas, breaking barriers. There are real benefits to virtual working.

● Person-centred approach - Organisations should focus on the impact on the individual that needs our services. Ultimately that’s why we need to work 
collaboratively - it’s about being person-centred.

● Improve systems (data sharing) - Structural, resource, or cultural issues can prevent collaboration. For example, a Local Authority may not be able to share 
data with a third sector organisation - this can get in the way of collaboration.

What prevents collaboration?
● Identify gaps in your knowledge - Sometimes organisations don’t want to recognise or acknowledge where gaps lay that prevent collaboration. It can also be 

hard to share what hasn’t worked with other organisations - if we recognise the gaps we can work to rectify them.
● Red tape - At one level, the individual limitations to collaborating can be easy to address, because you can bring people together and teach them about it, but it 

can be hard if the organisation they work for is not getting behind this way of working and supporting, promoting and encouraging it - because then individuals 
can’t build the skills necessary.

● Echo chambers - if you’re trying to change a culture by bringing people along to events like this for example, then you may be only reaching people who are 
already on the same wavelength. Perhaps the people  you really need to reach aren’t there - motivation is the biggest barrier.
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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?”

“Continue with 
appreciative enquiry 
and move away from 
'what's not working 
well’.”

“Data is only 
useful when put 
to use, collection 
is not enough.”

“Keep the person that we are aiming 
to care for at the centre of what we 
do.”

“Building relationships are key.”

“At the outset defining what the 
roles and responsibilities are. 
Importance of awareness and 
respect of those individual 
roles.”

“There needs to be training 
implemented at all organisational 
levels to allow flexible practice/self 
care...and it almost needs to be 
mandatory, this will hopefully 
encourage longevity and a more 
robust work sense.”

“The importance of successful 
collaboration. The client is at the 
heart of what we do and it's 
important their needs are kept in 
mind. If we don't collaborate 
successfully it is the client that 
ultimately misses out.”

“Being kind to yourself is 
important for many reasons.”

“Be present, curious and 
authentic.”

“Collaborative practice is 
important across health and 
social care because it is the 
person who receives care from 
that network that matters. That is 
why we need to make it work.”

“We need relationships/ genuine 
co-production and kindness.” “To work on the 

building of slow 
cooker relationships 
to develop trust, 
these help to ensure 
that when the 'fast 
food' aspect comes 
into play then we 
can rely on existing 
relationships as well 
as building a new 
set of collaborators.”

“The importance of enabling 
and empowerment of ourselves 
and others.”
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Final reflections 



19

Section 4: Closing reflections (1/2)

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?”

“Reflective journaling, 
connecting with myself, 
create spaces for 
reflection and learning, 
promoting shared 
purpose.”

“I'm going to use the 4Cs 
framework from Karen 
when developing work with 
others.”

“Keep 
reflecting on 
how to be the 
tall poppy.”“To admit when I don't 

have all the answers.”
“I will work to revitalise some of the 
activities that I understood 
supported collaboration during 
lockdown that may have drifted.”

“Help my team to allow 
collaboration early, don't 'look after' 
people because they're busy - give 
them the option to find time to get 
involved.”

“Self care, have fun at 
work and be brave. try to 
encourage other leaders to 
be brave too as all that is 
needed is for them to listen 
more.”

“Being more reflective 
and understanding.”

“Intentionally reflect on what 
collaboration means to me and 
others.”

“I am planning to use 
the 12 indicators of 
good leadership to 
work out the areas I 
will focus on with my 
team and integrate 
some fun!”

“A) That it is ok to slow cook 
B) Creating an environment 
that is conducive to being 
listened to, being heard, and 
having needs met C) Not to 
be afraid to have courageous 
conversations.”

“For myself, to build 
networks and connections 
which allow me to gain 
and share insights and 
resources. Hopefully this 
will help me become a 
good MHN by taking 
viewpoints from many 
areas.”

“For my team meeting up for coffee. 
Remember how important they are 
and how they can influence change 
in a positive manner.”

“To have more fun!”

“Ask the 
question, what 
kind of 
difference do 
you want to 
make?”
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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 (2/2) 

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

% of respondents 
agreed this event 

provided them with time 
for reflection on their 
leadership practice.

% of participants 
would recommend an 

event like this to a 
colleague

100

100

- “Today's session really did allow reflection and discussion. Collaboration 
is something we all think we do but not really reflect on, today was useful 
so thank you.”

- “Although the session was about collaboration, it was carried out in a 
collaborative manner and everyone could provide input.”

- “The session was short enough to share the right amount of information 
about: Relationships Collective Leadership/Partnership Working.”

- “It wasn't just being talked at it was about taking part which I thought was 
really good.”

- “Thoroughly enjoyed the discussion, the speakers and definitely gave me 
some food for thought about my own practise and self reflection.”

- “Great to hear the speakers and reflect a bit on collaboration and 
kindness, person centredness.”

What 
participants 
said about 
the event:

We asked participants for their reflections on the session. 14 participants responded to the feedback 
survey. 

Their reflections included:
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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?

18 Nov 2021

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

lead by example

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/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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