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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 2 December 2021, we invited Project Lift community 
members and sector leaders to come together to explore 
‘What makes a flourishing team?’ 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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Getting practical: What makes a flourishing team?

Our objectives for the session were to:

1. Support the collective understanding of how to 
implement the key indicators of good leadership 
across healthcare and social services in Scotland.

2. Explore what makes a flourishing team, and the role 
of leadership in this.

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

Participants joined us from across the system, including those working in 
pharmacy, childcare management, learning and development, social work and 
more.

This included a range of organisations across Scotland, including Highland, 
Aberdeen and Edinburgh Council, Public Health Scotland, Bluebird Care  and NHS 
organisations in: Lothian, Forth Valley, Highland, Grampian and more.



5

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 question ‘Have you attended a Project Lift event before?’ during the session. 

44 participants responded to the poll. Over half of respondents had 
attended a Project Lift event before. A quarter of respondents had 
attended at least three events. The majority of participants were 
primarily looking to build their leadership skills, have time for 
reflection 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:

“What makes a flourishing team?”

Our speakers:

Sarah Wood
Communications and 
Engagement Lead, 

Scottish Government

John MacEachen
Head of Communication, 

NHS Education for Scotland

Lorraine Gray
Chief Executive, 

Scottish Social Services Council
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Section 2: Opening perspectives - Lorraine Gray (2/4)

For Lorraine, a flourishing team is one where people are happy, they enjoy coming to work, they’re motivated 
and they have a sense of purpose.

A core aspect of Lorraine’s leadership style is about using the shared values of Scottish Social Services Council 
(SSSC) and implementing them into everyday behaviour and decision making.

Lorraine explored how shared values not only set the tone of an organisation, but can support leaders when they 
have to make difficult decisions. A shared purpose can be a big motivator for someone within their role, and it can 
encourage people to be the best they can be.

It’s important people have the right working conditions so they are able to flourish. Leaders should remind teams 
(and particularly junior colleagues) that mistakes will be made, but together they can be fixed. You can flourish 
when you feel safe enough to take a risk because you know someone will support you regardless.

At SSSC, colleagues can nominate someone for a VIP awards (Values in Practice), awarded to individuals who 
demonstrate the organisation’s values throughout their work. They have also added their organisation values 
onto the MS Teams ‘praise function’ - whenever someone demonstrates one of the values, anyone can send a 
message to that individual in recognition of their efforts. Small actions like this can help teams feel more valued, 
connected and part of a wider purpose.

“What makes a flourishing team?”

Watch the recording of 
Lorraine’s talk here

Lorraine Gray
Chief Executive, 

Scottish Social Services Council

https://drive.google.com/file/d/1ENUnKRLMzlkj4Pdej3iBQY6cdRabhXyR/view?usp=sharing
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Section 2: Opening perspectives - John MacEachen (3/4)

John spoke about a particular period of leading a team - the working environment was high pressure with constant 
competing deadlines. What stood out to John was the talent within his team. He found that a large part of 
enabling them to flourish, was reminding them of their strengths.

His leadership approach was about creating shared accountabilities with his team to balance the power dynamic 
that traditional hierarchies can create. He would remind his team often that if they do well, he also does well, but if 
they don’t do so well, he will be there to take responsibility.

As a leader, a key component of enabling your team to flourish is ensuring no one is left behind. Your team should 
feel empowered and supported within their roles. John highlighted he would often wait back at the end of the 
day if a colleague was struggling with a deadline, to show his support and ease their workload where he could.

Giving responsibility to all team members, junior or senior, can empower your colleagues and encourage them to 
take ownership over their work and personal development. As a leader, we can also ensure if a colleague has 
excelled on a piece of work, that they get recognition for it.

John reflected that when he led this particular team, it helped that they were all based in the same area, so they 
could get together socially at the end of the week and build relationships outside of the office. He also highlighted 
that in such fast paced environments, a leader should have colleagues’ wellbeing front of mind.

“What makes a flourishing team?”

Watch the recording of 
John’s talk here

John MacEachen
Head of Communications,

NHS Education for Scotland

https://drive.google.com/file/d/14NDg2lYD5gapoFQwCOfhq5opmzEtO8hc/view?usp=sharing
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Section 2: Opening perspectives- Sarah Wood (4/4)

Sarah was one of John’s colleague and experienced his leadership first hand. She shared a testimonial of 
working with a supportive leader that enabled herself and the team to flourish. 

Sarah recalled what she valued most about John’s leadership was his ability to be compassionate, kind, 
approachable and fair. John recognised that everyone in the team had their own work and personal pressures, 
which made the team more relaxed and able to be themselves at work.

A highlight for Sarah was how John took the time to review her work, make amendments then explain what he 
did in a kind and approachable way. Sarah said this pivotal in her personal development as she recognised 
over time that she was able to do the things she had first required support on. 

The ability for a leader to be firm and fair is a key component of building mutual respect. Sarah was at the 
earlier stage of her career when she was part of this team. She reflected that when John would pull her aside 
and remind her how the team works together, this reinforced her respect for him as it was done in a kind and 
caring manner.

Sarah believes that for a team to flourish camaraderie is essential, particularly in high pressure 
environments. If you are able to come together, have a laugh, and then get your heads focused, it can make 
teams more productive and able to discuss challenges together.

“What makes a flourishing team”

Watch the recording of 
Sarah’s talk here

Sarah Wood
Communications and 
Engagement Lead,

Scottish Government

https://drive.google.com/file/d/1qjUo7-8k-59zKO5mX8p0iyPIiuBRwVrO/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...

“Values in practice - love this. Everything 
begins with sharing and demonstrating our 
shared values.”

“What a great environment to empower 
people to be the best they can be, and the 
confidence to take ownership of self.”

“I like this - listen, learn, then 
do the right thing. Give the 
responsibility back to 
individuals to empower them 
and be accountable for their 
behaviours.”

“No monopoly on wisdom - what a 
difference this could make across teams 
and our wider system!”

...on leadership approaches ...on system change and culture

“Authenticity. You cannot fake that”

“‘You will make mistakes’ - I love that. As a 
newer/younger member of staff, the reassurance 
in hearing this from senior staff and leaders 
should never be underestimated. It helps you feel 
psychologically safe when you do, naturally, make 
mistakes, to take accountability and seek advice.”

“My view is that the people I 
work with/ in my team have 
more expertise than myself.”

“Be honest & open about what we don't know -
that can be difficult in some organisations but is 
so effective & can create greater understanding of 
the complexity we work in.”

...on team dynamics

“Joy at work - great to hear 
Sarah - so important!”

“It's so interesting to hear how you consciously 
structured and shared time and work between the 
team - so interesting to hear such a thoughtful 
approach to this within the power dynamics of a 
team.”

“TNT in a team - Tiny Noticeable Things -
explosive!”
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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:
• What is a flourishing team? What does it look, feel and 

sound like?
• Is it all in the leader?
• What practically can everyone do, in all roles at all levels, 

to enable others to flourish?

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 “What is a flourishing team? What does 
it look, feel and sound like?” Key themes from the discussions included:

Approachability (in both directions)
● More junior members of the team feel they can approach more senior 

members without fear of judgement and feeling supported.

Connectedness 
● If a team feels truly connected and part of something, they are more 

likely to be motivated and want the team to do well. To enable this, 
leaders need to be transparent and try to get the team all on the same 
page.

Feeling valued
● Colleagues should feel valued, acknowledged and heard in their work. 

Everyone should work in an environment free from ‘blame culture’.
● Teams work best when colleagues respect and support each other.

Leaders positioning themselves in the ‘middle’
● When colleagues across all levels feel that they have ownership 

over their work, a team can truly flourish as everyone has and 
understand the roles they play.

● This can look like leaders operating ‘in the background’ - but still 
being there to support colleagues if/when things don’t go according 
to plan. 

Humour
● Especially within this sector, where the work can be stressful and 

challenging, humour is a large part of bringing people together.
● It’s great when a team can have a joke around together but then 

knuckle down to get the job done.
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Section 3: Breakout discussions (3/5)

We then explored the question “Is it all in the leader?”. Key themes from the discussions included:

The majority of participants felt that creating a flourishing team is the shared responsibility of the whole team. However, there are 
different roles for leaders and wider members of a team:

● The leader may have more influence over ‘setting the tone’ for the team, but ultimately it should be a shared responsibility. “A good leader 
has to be a strong facilitator of ambition”.

● It’s important to recognise that colleagues who are new to a team will look to leaders for that support and guidance on how well the team is 
‘flourishing’ and establish where they fit into the picture.

● You can achieve more as a team than alone. To create a team spirit, a leader can try to get to know more about their colleagues’ work and 
personal life. They can also encourage colleagues to do the same with each other. 

● The leader can establish the tone, and lead by example. For example, a leader can establish that there is no blame culture within the team, 
but then it is everyone’s responsibility to uphold these values.

● Camaraderie is essential to a flourishing team and cannot be enforced by one person, everyone needs to buy into it and play their part.
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Section 3: Breakout discussions (4/5)

Finally, we considered “What practically can everyone do, in all roles at all levels, to enable others to flourish?” Key 
themes from our discussions included :

Create safe environments
● Leaders can influence and create a sense of psychological safety, but 

the whole team can support each other and create safe environments.
● If colleagues feel safe to explore new ideas, try new ways of working, 

and then the team is more likely to learn and growth together.
● There is real value of starting a team meeting with a ‘check in’ and 

finishing with a ‘check out’. (check in/out tool shared here)

Growth and development
● Play to the team’s strengths so people feel empowered in their work. 

Ask: Who is good at what? Who is best suited to the task?
● Create opportunities to learn from each other and promote a culture of 

learning. It’s okay to admit when you need support or perhaps aren’t 
the right person for the task.

Wellbeing
● As a team, be aware of, and talk about the warning signs 

of burnout, “no one can pour from an empty cup.”
● A team can’t flourish without having positive wellbeing. If 

you are giving all to your work life, your personal life will 
likely be taking a hit as a result.

● Use ‘values-based reflective practice’ to encourage teams 
and individuals to think about wellbeing in the team.

Openness and transparency
● Be open about mistakes and take ownership of what we 

don’t know. That applies to everyone. 
● It can be empowering when the leader says they don’t 

know and looks for the support of their team.

https://toolbox.hyperisland.com/check-in-check-out


16

Section 3: Whole group sharing (5/5)

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?”

“Remembering to 
celebrate success.”

“Look into Pot 
Luck lunches.”

“Every team is 
different but the 
same. We all have 
the same need for 
support, belonging, 
make sure you make 
time to be kind to 
yourself and your 
team members.”

“Feeling safe to make a mistake.”

“The importance of permission 
from leaders but also yourself.”

“It’s ok to make a mistake.”

“Vulnerability and knowing others 
are the same, remaining authentic 
and honest.”

“Flourishing teams are a place 
that others want to work or remain 
within - feel valued.”

“It’s important to ‘check in’ and 
‘check out’ of meetings.”

“Authenticity and compassion, 
increasing confidence through 
support and recognition of 
talents and achievements.”

“Displaying your own 
vulnerability as a human being.”

“Communication, 
encouragement, 
empowerment, 
autonomy.”

“Enable people to develop skills 
they don’t yet realise they have.”

“Authenticity.”

“I need to investigate the Teams 
praise button!”

“Supportive, flourishing teams 
make it a place people want to 
work.”

“The balance of being 
compassionate and recognising 
success but being able to 
address issues if they arise.”

“Camaraderie is very important 
within a team!”

“Leadership can create personal 
vulnerabilities, it's really important 
to be true to yourself as well as 
team members.”
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Final reflections 
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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?”

“Take some time to 
speak to my 
colleagues about non-
work things!”

“Praise and permissions 
for self and team.”

“Check in more, in Team 
and one to one on 
Teams.”

“Tell new staff members that we all make 
mistakes and we can fix them.”

“I am only in control of myself so I 
will ensure I do not take 
responsibility for everyone in my 
team. I will remind my team leader 
that we need to take time for 
ourselves and ensure this message 
is cascaded again.”

“Having a new team doesn't mean 
the leader has the monopoly on 
wisdom as John pointed out. I will 
encourage my team to be more 
forward with this.”

“Look at the Check-in and check-out 
processes to see if that could improve my 
practice.”

“Checking in [with others] 
is so important as staff are 
exhausted.”

“Listen, learn. do the 
right thing.”

“Praise and recognition.”

“Emphasise the positive –
if you can make it here, 
you can make it 
anywhere.”

“Check in/out of 
meetings in a 
different way.”

“We do well-being 
calls, 20 mins weekly, 
helps to have space. I 
will make sure these 
happen.”

“Our feelings board is 
being dusted off!”

“Share the importance of space for 
reflection and a pause with team and 
others.”

“Give more 
recognition to others.”

“Protect time at lunchtime and encourage a 
rule of no meetings during that time for 
self-care and lunch!
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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 (1/1)

% of respondents 
agreed this session 

provided time for 
reflection on their 

leadership practice

% of respondents 
would recommend 
an event like this to 

a colleague
88

100

We asked participants for their reflections on the session. 17 participants responded to our feedback survey. 

Their reflections included:

- “This is the second [Project Lift] event I have attended, and I go away 
feeling inspired and motivated to be a good leader!”

- “Very informative in a relaxed atmosphere”
- “Interesting, inspiring and energising.”
- “It was helpful to consider the input of the speakers at the 

commencement of the input.  This also was a primer for developing 
the skill set of staff and also applauding to existing skill set deployed.”

- “The speakers were excellent - all inspirational and showing humility 
and compassion.”

- “It was practical in so many ways including developing my knowledge, 
protecting time for learning and networking with colleagues across the 
sectors.”

- “I was seeking this type of session anyways and it delivered on what I 
wanted and raised some really good points to work with following the 
session.”

What 
participants 
said about 
the event:
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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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