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Welcome to the ‘Living Our Values’ Toolkit 
 
WHAT is this Toolkit all about? 
 

This Toolkit is designed to support managers and team leaders to facilitate conversations with 
their own teams to embed our organisational values into everyday working practices. It contains 
information, guidelines, exercises, and ideas to engage staff in such conversations. The Toolkit 
will also support your team in its ongoing development and effectiveness. 
 
WHY are we using the Toolkit? 
 

Our Values are important to us. They help us set standards to ensure we consistently offer 
the best possible service to our colleagues and customers. We realise, however, that without 
our teams’ commitment to these values, we cannot make them ‘real’. The purpose of the 
Toolkit is therefore to help team members understand the importance of our values so they 
can commit to using them as a way of life while at work – by the end of the process they 
should ‘see it, feel it and believe it’! 
 
Application of this Toolkit will also support high levels of staff empowerment and involvement. 
 
 
WHO will lead this process? 
 

As a manager or team leader your role is to lead your team through the process. The Toolkit is 
designed to support you to work through the exercises without the need for external facilitation 
support. If, however, you read through this material and would like to discuss the content and 
options for support, please contact the Learning & Organisational Development Team on Ext: 
5123 or by emailing:  L&ODinfo@gjnh.scot.nhs.uk 
 
 
HOW will you use the Toolkit? 
 

The Toolkit is designed to be implemented in four ‘bite-sized chunks’. Each of the four steps has 
clear outcomes to be achieved.  For each step there are specific tools to help you achieve the 
outcomes.  It is advised that the team get together to work through each of the four steps. 
.  
We recognise that it may not always be possible to get all team members together in one 
session, so you may need to run the same session on several occasions to ensure all team 
members are involved. 
 
 
WHEN will you use the Toolkit? 
 

Time is always a challenge; therefore, the process has been designed to be flexible.  
 
It is estimated that each stage will take either 45 or 90 minutes to complete. An overview of the 
four steps and associated timings can be found on the next page.  
 
The sessions are designed to be quick paced and stimulating, so don’t stay on one point for too 
long unless the team specifically needs to. With their agreement you may wish to schedule extra 
time if needed. 
 
The scheduling of these sessions will be up to you, we advise it is completed within a three-month 
period. 

mailto:L&ODinfo@gjnh.scot.nhs.uk
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Overview of the four steps of the Toolkit 
 
Each of the steps have been designed to achieve specific objectives and build on each 
other.  The steps should therefore be completed in order. The suggested time required to 
complete each step has also been estimated and included below: 

Using the Toolkit 

Each of the four steps includes: 
 
• an easy-to-use Leader’s Guide giving you advice on how to run the session 
• a detailed overview of timings, how to use each tool, and what to say at each point; and 
• master copies of Reading Material, Worksheets, an Actions Arising sheet and an 

Attendance Sheet. 
 
What you need to know: 

• Each step may involve one or more of these icons for easy reference: 

 
 

Individual 
activity 

 
 

Reading 
material 

 
 

  What to 
say 

 
 

Flipchart / 
note down 

 
 

Group 
discussion 

 
 

Reflection 
time 

Step Objectives Time required 

Step 1 – Understanding values in the organisation: 
• Introduce the process 
• Create a safe environment, and 
• Reach a common understanding of values and their role in the 

organisation.  

Step 2– The Team’s role in making our values real: 
• Identify how organisational values will be translated into behaviours 

within the team, and 
• Agree accountabilities to make the values ‘real’. 

Step 3 – Working with our values across teams: 
• Agree how the learning in the previous steps will be used to interact 

in a value-based way with other teams.  

Step 4 – Action stations: 
• Summarise and agree all actions identified during previous sessions.  

90 
minutes 

90 
minutes 

45 
minutes 

45 
minutes 
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What you need to do for each step of the toolkit: 

• Download copies of the master documents for each session. 
 
• Appoint a Timekeeper and a Scribe for each session. 
 
• Update the Actions Arising sheet during each session with your team. We suggest you 

distribute a copy of this (either hard copy or electronically) to all team members to review 
before attending the next session. 

 
• Ask team members to complete the Attendance Sheet for each session they attend 
      (Appendix 1). 

 
• Keep a note of any Actions Arising from each of the sessions so there is an on-going and 

accessible record of the team’s work on values. You and the team will reflect on you action 
plan during the last Step – Step 4.  An Action Arising Template can be found in Appendix 2. 
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Pre-Reading – Assessing you and your team’s readiness 
 

Preparing to lead your team through the process 

Values are a key part in the foundations of successful teams. Values act as a compass to keep 
people going in the right direction, so a values-based leadership approach throughout the 
organisation is needed. This is an approach that promotes informal discussions around values at 
regular intervals to keep people focused on our way of doing things. Your role as a 
Manager/Team Leader is to help your team see, feel, and believe in the Values of our 
organisation. 
 

 

Teams are: 

Groups of people embedded in organisations, performing tasks that contribute to achieving the 
organisation’s goals. They have overall work objectives. They have the necessary authority, 
autonomy, and resources to achieve these objectives. Their work significantly affects others 
within the organisation. Team members are dependent on each other in the performance of 
their work to a significant extent; and they are recognised as a group by themselves and by 
others. They have to work closely, interdependently, and supportively to achieve the team’s 
goals. They have well-defined and unique roles. 

Michael West (2004) 

 

 

The diagram below is a simple example showing the role of values and behaviours in creating the 
culture of our organisation. But it all starts with the people in your team!  

  



7 
 

Are you and your team ready? 

There are two short evaluations on the following pages that you should complete before 
commencing with step 1 of the Toolkit.  The evaluations include: 
 

1. A Checklist – to reflect on your readiness to proceed with the process. 
 

2. A Team Readiness Questionnaire – to determine if you believe you and your team 
are ready to work through this Values Toolkit. Ideally you should be able to tick yes to 
all the items in the questionnaire before proceeding. 

 
 
If, at the end of the Team Readiness Questionnaire, you feel your team is not quite ready to 
proceed with this Toolkit, you should decide on the actions you will take to get them to a 
position of readiness. You can contact the Learning & Organisational Development Team at 
this point for further advice/support. 

 

Phone: 5123 

Email: L&ODinfo@gjnh.scot.nhs.uk  

mailto:L&ODinfo@gjnh.scot.nhs.uk
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Evaluation 1 - Checklist  
 
The notion of values-based leadership is ‘based on shared, strongly internalised values 
that emphasize the common good and are consistently advocated and acted upon by the 
leader. Values-based leaders give meaning to activities and goals by connecting them to 
deeply held values,’ (The Leadership Experience, Draft, RL, 2011). 

The checklist below will help you consider if you are currently using values as an intrinsic part of 
your leadership. At this stage it can be as self-reflection to give you a starting point for your 
Toolkit journey. You don’t need to share your feedback with anyone; it’s simply to help you get 
direction. 
 
Further into the Toolkit process you may feel comfortable to ask others in your team for 
feedback using the questions below (creating your own informal 360-degree exercise); 
or you could use it for your appraisal/personal development review with your line 
manager. 
 

Use the statements below to consider (and act upon) your role as a 
values-based leader: Yes or No 

I have informal discussions around values at regular intervals  

I reinforce the importance of values to staff and others  

I lead change according to the organisation’s values  

I ensure our team’s service design aligns to our values  

I ensure my management processes are informed by our values  

I provide informal and formal feedback to team members  

I effectively manage behaviours inconsistent with our values  

I ensure values are embedded in accountability frameworks  

Some reflective questions . . . 

You may also like to consider the following when thinking about your team: 
 

• How does my leadership style uphold the Organisation’s Values? 
• How do we use the values when making team decisions? 
• How am I currently helping staff to support the Values and/or how will I do this in future? 
• What will I do now? 

Describe what insights you have gained from this exercise and any planned actions: 
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Evaluation 2 - Team readiness questionnaire 
 
To determine the team’s readiness for using this Toolkit consider the questions below: 
 
 
 

1. The team has: Yes/No 
 

i. A clear identity and purpose which is understood by all team members 
 

(e.g. we have a purpose statement known by all team members) 

ii. Clear team objectives which are understood by all team members   

 
2. Team members: Yes/No 

 iii.    Are clear about roles  

iv. Work closely together to complete work tasks 

 v.    Get on well together and are open and honest with each other 

vi. Minimise conflict (while having healthy discussions and debate) 

vii. Meet regularly to review team effectiveness and how it could be improved 

 
Ideally you should have ticked yes to all the items in this questionnaire before proceeding with the 
Toolkit. 
 
If you are unsure about proceeding with the toolkit at this time, please contact the Learning &    
Organisational Development Team for advice in preparing your team’s readiness. 
 
If you are confident your team is ready, let’s get started! 
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Understanding Values 
in the Organisation 
 

STEP  1 
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Step 1 – Setting the Scene  
The tools in this section are to help you set the scene with the team and ensure their readiness for 
working with the Toolkit and discussing the Values.  
It is suggested this ‘step’ will take approximately 90 minutes to complete.   
You may choose to include this as part of an existing meeting or arrange a specific team 
development session. 
 
Objectives: 
• Agree what you / the team needs to have in place to ensure a safe environment where people 

can ask questions and challenge 
• Team members have discussed personal values 
• Team members understand the elements of the Toolkit, and 
• Team members understand our Organisational Values and their context. 
 
Before the session:  
Give a copy of the following handouts (in hard copy or email) to each of your team members at 
least four days before the session to allow them time to prepare: 

 

• Reading 1.1 -  Welcome to the ‘Living our Values’ Toolkit – Page 17 
• Reading 1.2 -  Background and Context – Page 18 
• Reading 1.3 - Toolkit Overview and Our Organisational Values – Page 20 
• Worksheet 1.1 – Identify your Top Five Personal Values – Page 21 

 

Bring copies of the following for each person to use during the session: 
 

• Worksheet 1.1 – Identify your Top Five Personal Values – Page 21 
• Worksheet 1.2 - The Values of other Organisations - Page 22 
• Worksheet 1.3 – Our Values and How We Do Business – Page 23 
• Attendance sheet (one copy only) – Page 52 
• Actions arising sheet (one copy only) – Page 53  
     – you will revisit and add to the Actions arising sheet during each of the steps. 

 
During the session:  
1. Agree team roles for the session:  

• Leader – This is your role. 
• Scribe – Ask for a volunteer to capture notes and agreed actions. 
• Timekeeper – Ask for a volunteer to keep the session on time. 

 

2. Follow the process within the toolkit 
• Each activity includes detailed instructions on how to facilitate the 

discussion/exercise. 
• Ensure decisions/actions are recorded.
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3. Lead the session with these general tips in mind: 

 
The subject of values can sometimes be emotive for people; if a sensitive situation arises and you 
feel you need help, please contact the L&OD Team. 
 
After the session:  

• As you may run this session more than once, collate the notes from each session. 
• Ensure you or the Scribe circulates a copy of the Actions Arising to the rest of the team 

before you start the next step in the process. 

Some DOs 
• Encourage dialogue (open questions). 
• Allow team members to disagree. 
• Be honest if you don’t have the answers. 
• Make it fun and rewarding. 
 

Some DON’Ts 
• Don’t argue or be defensive. 
• Don’t exclude anyone from the 

discussion. 
• Don’t make promises you can’t keep. 
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Step 1 – Setting the Scene – Understanding the values in 
the organisation 

Detailed instructions for during the session: 

 

 

 

Objective: Set the context 
To set the organisational context for values 
and to clarify the purpose of the Toolkit. 

     
 

 
• Welcome everyone 
• Scribe – ask for a volunteer 
• Timekeeper – ask for a volunteer 

 
  Ask for feedback on this session’s pre-reading: 

• Reading 1.1 Welcome to the ‘Living our Values’ Toolkit 
• Reading 1.2 Background and Context 
• Reading 1.3 Toolkit Overview and Our Organisational Values 

 

              Q:   What did they find interesting about it? 

              Q:   How is it relevant to their situation? 

N.B. Be prepared to set aside more time if some of the group have not done the pre-
reading. Try not to spend time discussing the organisation’s values at this stage as 
you will discuss this later in this session. 

Objective: Ground Rules 
To promote open discussion and 
involvement from everyone so they feel they 
can ask questions and challenge. 

 
 Ask the group – what ground rules do you think we should put in place so we all feel                                                  

comfortable during this process to ask questions, give input and challenge? 

Ask the Scribe   to chart the group’s responses on a flipchart (and keep these to bring to 
each future discussion of the Toolkit). 

Encourage the group to come up with their own ‘rules’…you can offer some of the 
following if they are ‘stuck’: 

1. Listen to each other – respect all contributions. 
2. Non-judgemental – everyone’s opinion counts. 
3. Confidence to discuss ‘real’ issues - ‘what happens in the room, stays in the room’. 
4. Come to agreements and actions. 
5. It’s okay to have fun! 
 
Acknowledge each person’s input making sure everyone understands what these ground rules 
mean to each other. You should take the ground rules to each of the future team sessions as a 
reminder of what was agreed.  

5 
minutes 

 
 

10 
  minutes 
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Lead a team discussion on the following questions. This is just an ice breaker to 
encourage people to feel comfortable and to help people ‘park’ issues before they 
begin…so remember to make it light and fun. 

Ask the Scribe to capture responses on the flipchart:                        

Think about what you have in common today as individuals: 

• What did you have for breakfast? 
• What frustrated you on your journey to work? 
• What did you enjoy watching on TV last night? 

 

Ask: have we learned more about each other? What does this exercise tell us 
about things we have in common? 
 

Objective: Personal Values 
To help individuals to understand their 
personal values. 

 
 
Read the following statement out to the group, saying it is a summary of what values are: 

‘Values are the guiding principles that dictate behaviour and actions. They are 
the foundation of everything we do in our personal lives, and they also affect 
how we work with each other and deliver our services’ 

Refer to Worksheet 1.1 – Identifying your Top 5 Personal Values which team 
members were given before the session. 

This is an individual exercise, ask    the team to complete the activity on their own for 10 
minutes. Then give five minutes to gather their feedback. 

• Ask the Scribe   to flipchart the group’s responses to the ‘My five words…’ 
exercise. 

• If someone is reluctant to share, don’t force the issue. They will see along the way 
how the process will unfold and may then be prepared to share. 

• People generally begin to see how much they have in common; and how much 
their values mirror those of the organisation. 

• It may be that someone’s values do not sit comfortably with the Organisation’s 
Values or others within the team; if this happens and you or the team feel 
uncomfortable or unsure, you can always park the discussion and return to it at a 
later time, perhaps when the team has worked through the discussion themselves 
(or you may ask the L&OD team for support). 

15 
minutes 

 
 

Objective: Icebreaker 
To get to know each other more and learn 
what people have in common today. 

 
 

10 
minutes 

 
 



 
Objective: Organisational Values 
More understanding of why we would have 
them. 

 
 Say: We’ve looked briefly at personal values, now let’s take a look at 
Organisational Values. 

Read the following statement to the group: 

‘Values will only be meaningful to us if we spend time as a team discussing 
them; understanding our responsibility to ‘live them’; and agreeing how we 
can ‘make them real’ in the way our team works’. 

You may also like to add: 

Research shows that Organisational Values help achieve: 

• Strong feelings of personal effectiveness 
• High levels of organisational loyalty 
• Consensus about key organisational goals 
• Ethical behaviour 
• Strong norms about working hard and caring 
• Reduced levels of job stress and tension 
• Pride in the organisation 
• Understanding about job expectations, and 
• Teamwork. 
 

Say: Let’s have a look at examples of values in other organisations you may know of 
(to see how they are reflected in the way these organisations interact with their 
customers). 

  

Objective: The values of others 
What values say about organisations and 
how they do business. 

 
 Give out Worksheet 1.2 – The Values of other Organisations 
 
This is a group exercise.  
 
Split into two smaller groups and give each group two or three of the organisations to discuss. 
Leave them to complete the activity on their own for 10 minutes. 
 
Ask for feedback – taking around five minutes in total. 
 
Ask the Scribe to chart the group’s responses on a flipchart page or on the worksheet. 
 

15 

15 
minutes 

 
 

5 
minutes 
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Objective: Our Values 
What our Values say about how our 
organisation does business. 

 
 
Give out Worksheet 1.3 – Our Values and how we do business. 
 
This is a group exercise. In their smaller groups. Leave them to complete the activity on their 
own for 10 minutes. 
 
Ask for feedback – taking around five minutes in total. 
 
Ask the Scribe   to chart the group’s responses on a flipchart page. 
 

Objective: close 
 

 

Thank the team for their time and if possible agree date / time for Step 2. 

 

Objective: wrap up 
Time to reflect and agree actions. 

 
 
Finally Ask the group to reflect on everything that’s been covered and agree actions to take 
forward from Step 1. 
 
Ask the Scribe to summarise the actions on the Actions Arising Sheet. 
 

15 
minutes 

 
 

10 
minutes 

 
 

5 
minutes 
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What is the ‘Living Our Values’ Toolkit? 
 
The Toolkit process is designed to encourage dialogue about NHS Golden Jubilee’s Values in the 
context of our team and the teams with which we interact. Importantly, the process will also 
support our team in its development and its effectiveness. 
 
Why are we using the ‘Living Our Values’ Toolkit?  

 
Our Organisational Values are important to us. They help us set standards to ensure we 
consistently offer the best possible service to our colleagues and customers. We realise however, 
that without the commitment of our people to these values we cannot make them ‘real’. The 
purpose of the process is therefore to help us understand the importance of our organisational 
values and commit to using them as a way of life while at work – by the end of the process we 
should ‘see it, feel it and believe it’! 
 
Application of this Toolkit will also support high levels of staff empowerment and involvement 
throughout the organisation. 
 
Who will lead this process? 
 
As your manager and/or team leader, I will lead our team through the process. The Toolkit is 
designed for us to work through, without facilitation support. If, however, we feel we need external 
support we can contact the Learning and Organisational Development Team. 
 
How will we use the Toolkit? 
 
The process is designed to be implemented in four ‘bite-sized chunks’.  Each of the four steps has 
clear outcomes to be achieved. For each step there are specific tools to help us achieve the 
outcomes. All you need to do is read some material in preparation for each session; and then 
commit to discussions during the session. It may not always be possible to have all team members 
together in one session, so we may need to run the same topic session on a number of occasions 
to ensure all team members are involved. 
 
Each of the steps will help us maintain focus, they are designed to be flexible and they will guide 
our team to meaningful outcomes. 
 
When will we use the Toolkit? 
 
Time is always a challenge; so the process has been designed to be flexible and will take 
approximately four and a half hours. The scheduling of these sessions will be up to us, but is it 
recommended that we complete the process within a three-month period. 
 
A final word... It is important that we all feel ‘safe’ when we set off on this journey. Our success 
depends on open, honest and constructive involvement from everyone. I am hoping we can have 
fun and enjoy our time together as a team! 

Step 1                                                                                      Reading 1.1                                                                                    

Welcome to the ‘Living our Values’ Toolkit 



18 
 

    Our Values, just like trust, will 
take time and care to take root. 

 

 

Delivering Care through Collaboration 
NHS Golden Jubilee Vision 

 
 
Organisational Values explain and communicate those things we genuinely believe in – they are a 
set of guiding principles. 
 
A number of years ago we started a programme of work with a range of staff, patient 
representatives and managers to understand our Values. You told us the type of organisation you 
want to work for – one that described how we can best deliver the highest quality to our patients 
and customers. 
 
Together we agreed the shared values of NHS Golden Jubilee as: 

 
These Values shape our culture across the organisation. They are not an imposed set of ‘rules’ to 
be adhered to – they are an ethos to encourage in all our work, in good times and bad times. 

 
 
Our Values underpin all that we already do in the organisation – in our quality care, compassion, 
innovation and ambition to be the best. They are embedded in all our policies and ways of 
working. 
 
Our Values are fundamental to the development of our teams; and are an intrinsic part of our 
continuous improvement cycle. 
 
Our Values are not meant to add additional expectations to your role. No matter what your role is 
in NHS Golden Jubilee, our Values directly link to guidelines set out by your professional body or 
those set out in the Health Care Support Workers Standards and Code of Conduct. 

Step 1                                                                                     Reading 1.2                                                                                                    

Background and Context 
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Our Values are also closely linked to our responsibilities around Equality and Diversity. At a basic 
level, our values help us to revisit what motivates us to work in our organisation and describe what 
is important to us collectively. 
 
Everyone has a role to play in making sure we are living by our Values. We can talk and write 
about values, but they only become real when they are translated into behaviours. Behaviours that 
can help us understand what is expected of us, and the behaviours we can expect of our 
colleagues. 
 
The ongoing process of embedding values rests on our willingness to have frank, open and 
informal discussions. 
 
 
 
 
 
 
 
 
 
 

 
 

Director of Quality, Innovation and People, 
NHS Golden Jubilee

“  
We already have a very positive culture within our organisation 
and our values statement is just another step in recognising and 
supporting these positive culture and behaviours. We have and 
will continue to work with teams across the organisation in 
different ways to recognise our values and support one another 
to ‘live these’ in everything we do. 

”  
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Objectives Time required 

Step 1 – Understanding values in the organisation to: 
• Introduce the process 
• Create a safe environment, and 
• Reach a common understanding of values and their role in the 

organisation.  

Step 2– The Team’s role in making our values real to: 
• Identify how organisational values will be translated into behaviours 

within our team, and 
• Agree accountabilities to make the values ‘real’. 

Step 3 – Working with our values across teams to: 
• Agree how the learning in the previous steps will be when interacting 

with other teams.  

Step 4 – Action stations to: 
• Summarise and agree all actions identified during previous sessions.  

An overview of each stage of the toolkit with suggested timings: 

Step 1                                                                                      Reading 1.3                                                                                                 

Toolkit Overview 

90 
minutes 

90 
minutes 

45 
minutes 

45 
minutes 
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Think about what you believe and stand for. Write down five words that reflect what 
you value most. You may have many more values, but what are the ones you would 
truly find it difficult to compromise on? Here is a list of common values to get you 
started – please don’t be limited by these, there are many more! 

Values are personal; they are yours and no one else’s… choose what is truly 
important to you and not what you think you ‘should’ value.  

 

Think about the words that have been shared.  

As a team, think about how closely your individual values match other 
organisations? 

 
 
Values are the guiding principles that dictate behaviour and action. They are the foundation 
of everything we do in our personal lives, and they also affect how we work with each other 
and deliver our services. 
 
Strong teams are made up of strong confident individuals. So let’s start with you and your 
values. 

Sure there's no "I" in "team, but there is a "ME"! 

Personal values are those things that are important to you. They are qualities you consider 
worthwhile; they represent your highest priorities and deeply held driving forces. Your 
personal values guide your behaviours. You also bring your deeply held values and beliefs 
to the organisation. 

 
Ambition Honesty Respect Quality 

Individuality Teamwork Independence Dependability 
Learning Loyalty Compassion Courage 
Wisdom Success Kindness Creativity 

Helping others Balance Risk taking Security 
Optimism Challenge Choice Integrity 

Thoughtfulness Tolerance ? ? 

 

 
My five words are… 
(to share with others) 
 
1. 
2. 
3. 
4. 
5. 

…and I believe I demonstrate these in my work in the 
following ways (no need to share with others): 

Worksheet 1.1                               Identify you top five personal values                                                                                              
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In groups, you will be given two or three of the organisations below to focus on.                     
Discuss what their values say about the way they do business.  
 
 Mission or Vision Values 

 

To organise the world’s information and 
make it universally accessible and useful. 

• Focus on the user and all else will follow 
• It’s best to do one thing really, really well 
• Fast is better than slow 
• Democracy on the web works 
• You don’t need to be at your desk to 

need an answer 
• You can make money without doing evil 
• There’s always more information out there 
• The need for information crosses 

all borders 
• You can be serious without a suit 
• Great just isn’t good enough 

 

To give people the power to share and 
make the world more open and 
connected. 

• Focus on Impact 
• Move fast 
• Be bold 
• Be open 
• Build social value 

 

• To refresh the world - in mind, 
body and spirit. 

• To inspire moments of optimism – 
through our brands and actions. 

• To create value and make a 
difference everywhere we engage. 

• Leadership: the courage to shape a 
better future 

• Collaboration: Leverage collective genius 
• Integrity: be real 
• Accountability: if it is to be, it's up to me 
• Passion: committed in heart and mind 
• Diversity: as inclusive as our brands 
• Quality: what we do, we do well 

 

• To bring inspiration and innovation to 
every athlete* in the world. 

 
*If you have a body, you are an athlete. 

• It is our nature to innovate 
• Simplify and go 
• The consumer decides 
• Be a sponge 
• Evolve immediately 
• Do the right thing 
• Master the fundamentals 
• We are on the offense – always 
• Remember the man 

 

Our aim is to make a real difference to 
people’s lives by offering services that: 
• are free; 
• are better than before; 
• provide a great experience for 

everyone; and 
• save the NHS and public 

money. 

• Caring 
• Fun 
• Innovative 
• Outstanding 
• Wow 

 

 
 
Values have to be more than just words, staff and service users have to experience them! 

• What do their values say about the way they do business? 

• How might you ‘feel’ doing business with them? (inspires confidence, trust etc.) 

• Have you been a customer of any of these companies? Did you their Values? 

Worksheet 1.2                                    The values of other organisations 

 



Our Vision Our Values 
Delivering Care Through 
Collaboration. 

Our five shared values are: 
• Valuing dignity and respect. 
• A “can do” attitude. 
• Leading commitment to 

quality. 
• Understanding our 

responsibilities. 
• Effectively working together. 

Worksheet 1.3                             Our values and how we do business 

 

In reality how do these values translate into what we do as a team, every day in work? 

Record your answers in the space below: 

 

What do the values of our organisation say about how we do business? 

What have we heard others say about organisation? 

23 
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The team’s role in 
making our Values real 
 

STEP  2 
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Step 2 – The team’s role in making our Values real 

The tools in this section are to help you and your team translate our organisational values into 
observable behaviours; so they can be applied consistently in our work. 
This Step will take approximately 90 minutes to complete. 
 
Objectives: 

• Organisational values are translated into agreed, observable behaviours for team members 
to apply to their everyday work within the team (and beyond). 

• Accountabilities are agreed within the team to make the values real. 
 
Before the session: 
Give a copy of the following hand-outs (in hard copy or email) to each of your team members at 
least 4 days before the session to allow them time to prepare: 
 

• Reading 2.1 - Values and why they Influence our Behaviour – page 29. 
• A copy of the Actions Arising from Step 1. 

 
Bring copies of the following for each person to use during the session: 

• Worksheet 2.1 –Behaviours that make our Values Real   - page 31 
• Worksheet 2.2 – Our Responsibility in Making Our Values Real   - page 36 
• A copy of the Actions Arising from step 2 (one copy only) 
• An Attendance Sheet (one copy only) 

 
Resources Required: 

• Flipchart pens/Blu Tack + extra note paper and pens 
 
During the session: 
1. Agree Team roles for the session: 

• Leader – This is your role. 
• Scribe – Ask for a volunteer to capture notes and agreed actions. 
• Timekeeper – Ask for a volunteer to keep the session on time. 

 
2. Follow the process within the toolkit: 

• Each activity includes detailed instructions on how to facilitate the discussion/exercise. 
• Ensure decisions/actions are recorded. 

 
3. Lead the session with these general tips in mind: 

 
Some DOs 

• Encourage dialogue (open questions) 
• Allow team members to disagree 
• Be honest if you don’t have the 

answers, and 
• Make it fun and rewarding. 

Some DON’Ts 
• Don’t argue or be defensive 
• Don’t exclude anyone from the discussion, 

and 
• Don’t make promises you can’t keep. 
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The subject of values can sometimes be emotive for people; if a sensitive situation arises and you 
feel you need help, please contact the L&OD Team 
 
After the session:  

• As you may run this session more than once, collate the notes from each session. 
• Ensure you or the Scribe circulates a copy of the Actions Arising to the rest of the team 

before you meet to start the next step in the process. 
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Step 2 – The team’s role in making our Values real   

Detailed instructions for during the session: 

 

 

 

 

 

Objective: Welcome  
To welcome back, review and take the next 
step. 
 

• Welcome everyone back to this session to focus on Step 2 of the toolkit 
• Scribe – ask for a volunteer – helpful to rotate this role amongst the team  
• Timekeeper – ask for a volunteer 
• Remind everyone of the ‘Group Rules’ they agreed to in Step 1 (refer to the flipchart 

of these), and 
• Review and ask for feedback on the Actions Arising from Step 1. 

 
Briefly introduce the objective of this session which is: 
 

To translate the organisation’s value into observable behaviours so that we can apply 
them to our everyday work within our team (and beyond). 
 
Ask for feedback on this session’s pre-reading 2.1 – Values and why they Influence our 
Behaviour. 
 

Q: What did they find interesting about it? 
Q: How is it relevant to their situation? 
 

Be prepared to set aside more time for this discussion if some in the group have not done the 
pre-reading. 
 

Objective: Agree behaviours  
To agree observable behaviours that everyone 
will demonstrate to uphold organisational 
values. 
 

10 
minutes 

 
 

Give out Worksheet 2.1 – Behaviours that make our Values Real. 
 
This is a group exercise. Split the team into smaller groups.  
Ask each of the groups to work on 1 or more of the values. Leave them to complete the 
activity on their own for 15-20 minutes.  
 
Explain that for each organisational value, they should agree: 

• 2 or 3 behaviours that will demonstrate this value in our work every day 
• What they will Stop, Start and Continue to do to achieve these behaviours, and 
• How it will feel to work in this team using these behaviours.  

 
Ask for feedback – taking around 20 minutes 
 
Ask the Scribe to chart the group’s responses on a flipchart so there is a one collated copy 
for all the Values 

40 
minutes 
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Objective: Challenging each other 
To help the team agree their responsibility to 
make the values real.  
 

Give out Worksheet 2.2 – Our responsibility in Making our Values Real. 
 
This is a Group exercise. Ask the group to review the worksheet and answer the question.  
Give them 15 minutes to discuss. 
 
Ask for feedback – taking around 15 minutes. 
 
Ask the Scribe   to chart the group’s responses on a flipchart. 
 

Objective: Wrap up 
To help the team agree their responsibility to 
make the values real.  
 

Finally Ask the group to reflect on everything that’s been covered and agree actions. 
 
Ask the Scribe  to summarise the actions in the Actions Arising sheet so there is one 
collated copy of the exercise. 
 
Ask everyone to complete the Attendance Sheet. 
 

Objective: Close 
 

Thank the team for their time and if possible agree date/time for Step 3. 

5 
minutes 

 
 

10 
minutes 

 
 

30 
minutes 
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Our Values, just like trust, 
will take time and care to 
take root. 

 

 

Values are the guiding principles that shape behaviour and action. They become real when we 
can demonstrate them in action. 

 
 
 
Recognising personal values (as we began to do in Step 1), 
and their relationship to the Organisation’s Values, can help 
create balance and help us focus our behaviours on 
achieving our goals and objectives. 

 
As we have seen, the meaning of values will be different for different people. 
It is important that teams discuss what each of the Organisational Values mean in terms of 
acceptable and unacceptable behaviours at work. 
 
This may feel slightly uncomfortable at first, but it’s an important step in supporting open and 
honest communication between team members - and it is the foundation for effective team 
working. 
 
Discussions about values have to be founded on openness and recognising and embracing a 
diverse set of opinions. Each value we discuss can be interpreted in different ways, and 
everyone’s perspective needs to be considered for us to have a robust discussion. The result of 
our discussions should be an agreement on: 
 

• The behaviours we want to see in our team which will underpin and ensure we demonstrate 
NHS Golden Jubilee’s values. 

• The team practices we will stop, start and continue to achieve the agreed behaviours. 
• How we will challenge behaviours that are inconsistent with our values (and which we will 

not accept). 

Organisational 

Behaviour 

Individual and 

Team Behaviour 

Step 2                                                                                      Reading 2.1                                                                           

Values and why they influence our behaviour 
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There are a number of ways in which our team can agree the behaviours that reflect the Values. 
One example is as follows: 
 

Value What it may mean in your team... 
Treat everyone with 
dignity and respect We are polite and courteous in all our communications 

Take responsibility to 
do our job well We seek feedback from others, informally and formally, to know if 

we are doing a good job 

Demonstrate our 
commitment to quality We put forward suggestions we think will improve the quality of 

our work, with the aim of delivering the best service we can 

Work effectively with 
others in teams Everyone in the team knows what we are here to collectively 

achieve and why 

Display a can do 
attitude at every 
opportunity 

We see a problem as an opportunity to make things better for 
colleagues, patients and customers 

 
 

For this session, please come prepared to talk about the kind of behaviours 
you believe we need to see in our team to reflect the organisational values. 



 

 

 

 

Treat everyone with dignity and respect 
Describe 2-3 
behaviours we will 
see in our team 
which will 
demonstrate this 
Value 

In our team this means we will: 

In order to achieve 
these, we will… 

Stop: What one or two 
things (that we’re currently 
doing) do we 

Start: What one or 
two things (that we’re 
currently not doing) do 

Continue: What one or 
two things (that we’re 
currently doing) do we 

 need to Stop in order to we need to Start in need to Continue in 
 achieve these order to achieve these order to achieve these 
 behaviours? behaviours? behaviours? 
    

Then how will it feel 
to work in this 
team? (think about 
your personal 
values) 
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Worksheet 2.1                          Behaviours that make our Values ‘real’ 

Working in groups (each group to take 1 or more of the values), take 15-20 minutes to 
discuss and complete the table below. Be prepared to feedback.  
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Take responsibility to do our jobs well 
Describe 2-3 
behaviours we will 
see in our team 
which will 
demonstrate this 
Value 

In our team this means we will: 

In order to achieve 
these, we will… 

Stop: What one or two 
things (that we’re currently 
doing) do we 

Start: What one or 
two things (that we’re 
currently not doing) do 

Continue: What one or 
two things (that we’re 
currently doing) do we 

 need to Stop in order to we need to Start in need to Continue in 
 achieve these order to achieve these order to achieve these 
 behaviours? behaviours? behaviours? 
    

Then how will it feel 
to work in this 
team? (think about 
your personal 
values) 
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Demonstrate our commitment to quality 
Describe 2-3 
behaviours we will 
see in our team 
which will 
demonstrate this 
Value 

In our team this means we will: 

In order to achieve 
these, we will… 

Stop: What one or two 
things (that we’re currently 
doing) do we 

Start: What one or 
two things (that we’re 
currently not doing) do 

Continue: What one or 
two things (that we’re 
currently doing) do we 

 need to Stop in order to we need to Start in need to Continue in 
 achieve these order to achieve these order to achieve these 
 behaviours? behaviours? behaviours? 
    

Then how will it feel 
to work in this 
team? (think about 
your personal 
values) 
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 Work effectively with others 
Describe 2-3 
behaviours we will 
see in our team 
which will 
demonstrate this 
Value 

In our team this means we will: 

In order to achieve 
these, we will… 

Stop: What one or two 
things (that we’re currently 
doing) do we 

Start: What one or 
two things (that we’re 
currently not doing) do 

Continue: What one or 
two things (that we’re 
currently doing) do we 

 need to Stop in order to we need to Start in need to Continue in 
 achieve these order to achieve these order to achieve these 
 behaviours? behaviours? behaviours? 
    

Then how will it feel 
to work in this 
team? (think about 
your personal 
values) 
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Display a ‘can do’ attitude 
Describe 2-3 
behaviours we will 
see in our team 
which will 
demonstrate this 
Value 

In our team this means we will: 

In order to achieve 
these, we will… 

Stop: What one or two 
things (that we’re currently 
doing) do we 

Start: What one or 
two things (that we’re 
currently not doing) do 

Continue: What one or 
two things (that we’re 
currently doing) do we 

 need to Stop in order to we need to Start in need to Continue in 
 achieve these order to achieve these order to achieve these 
 behaviours? behaviours? behaviours? 
    

Then how will it feel 
to work in this 
team? (think about 
your personal 
values) 
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We give each other permission to challenge behaviours we have agreed are 
unacceptable/inconsistent with our Values.  
 
We will do this by: 
 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

(e.g. giving each other feedback) 

Worksheet 2.2                  Our responsibility in making our Values real 
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Working with our Values 
across teams 
 

STEP  3 
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Step 3 – Working with our Values across teams 

The tools in this section are to help you and your team move beyond an internal awareness of 
values and to think about how you interact with other teams across the organisation. 
 
It is suggested this ‘step’ will take approximately 45 minutes to complete.    
 
Objectives: 

• To help our team move beyond an internal awareness of values, and 
• To look at ways to implement what we have learned when we interact with teams across 

the organisation. 
 
Before the session:  
Give a copy of the following handouts (in hard copy or email) to each of your team members at 
least four days before the session to allow them time to prepare: 

• Reading 3.1 Working with Values Across Teams - page 41 
 
Bring copies of the following for each person to use during the session: 

• Worksheet 3.1 – Looking at our Team in relation to Others – page 42 
• A copy of the Actions Arising from step 2 
• An Attendance sheet (one copy only) 

 
Resources Required: 

• Flipchart pens/Blu Tack + extra note paper and pens. 
 
During the session:  

1. Agree Team roles for the session:  
• Leader – This is your role. 
• Scribe – Ask for a volunteer to capture notes and agreed actions. 
• Timekeeper – Ask for a volunteer to keep the session on time 

 
2. Follow the process within the toolkit: 

• Each activity includes detailed instructions on how to facilitate the discussion/exercise. 
• Ensure decisions/actions are recorded. 

 
3. Lead the session with these general tips in mind: 

 
Remember, the subject of values can sometimes be emotive for people; if a sensitive situation 
arises and you feel you need help, please contact the L&OD Team. 

 
After the session:  
As you may run this session more than once, collate the notes from each session. 
Ensure you or the Scribe circulates a copy of the Actions Arising to the rest of the team before you 
meet to start the next step in the process. 

Some DOs 
• Encourage dialogue (open questions) 
• Allow team members to disagree 
• Be honest if you don’t have the 

answers, and 
• Make it fun and rewarding. 

Some DON’Ts 
• Don’t argue or be defensive 
• Don’t exclude anyone from the 

discussion, and 
• Don’t make promises you can’t keep. 



Step 3 – Working with our Values across teams   

Detailed instructions for during the session:  
 

 

 

Objective: Welcome 
To welcome back, review and take the next 
step. 
 

• Welcome everyone back to this session to focus on Step 3 of the toolkit 
• Scribe – ask for a volunteer  
• Timekeeper – ask for a volunteer 
• Remind everyone of the ‘Group Rules’ they agreed to in Step 1 (refer to the flipchart 

of these), and 
• Review and ask for feedback on the Actions Arising from Step 2. 

 
Briefly introduce the objective of this Step 3 session: 
To translate the organisation’s value into observable behaviours so that we can apply 
them to our everyday work within our team (and beyond). 
 
Ask for feedback on this session’s reading 3.1 – Working with Values across Team  
 

Q: What did they find interesting about it? 
Q: How is it relevant to their situation? 
 

Be prepared to set aside more time to review material if some in the group have not reviewed 
the pre-reading. 
 

Objective: Working with others 
To help individuals understand the impact 
of values when working with others.  
 

Give out Worksheet 3.1 – Looking at our Team in Relation to Others. 
 
This is a group exercise. Split the team into smaller groups. Ask each group to consider the 
two discussion points and make notes. Leave them to complete this activity on their own for 15 
minutes. 
 
Ask for feedback for 10 minutes. 
 
Ask the Scribe to chart the group’s responses. 
 
 

5 
minutes 

 
 

25 
minutes 
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Objective: Wrap up 
Time to reflect and agree actions.  
 

Finally Ask the group to reflect on everything that’s been covered.  Agree any actions to take 
forward. 
 
Ask the Scribe to summarise the actions on the Actions Arising sheet so there is one 
collated copy of the exercise. 
 
Ask everyone to complete the Attendance Sheet. 
 

Objective: Close 
 

Thank the team for their time and if possible agree the date/time to discuss Step 4. 
 

5 
minutes 

 
 

10 
minutes 
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Working together with others in the organisation using our Values as a focus. 
 
Having looked at your personal values and those of the organisation during the past two sessions, 
Step 3 focuses on why and how we can apply our learning to the organisation as a whole. 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

For this session, please come prepared to discuss how our team can 
contribute to making the values real in all interactions with others in the 
organisation.  

This diagram shows how each team 
within the organisation is working 
together to make our values ‘real’ within 
their team. 

The next step is to explore and agree 
how values will be demonstrated across 
teams, to create further cohesion. 

The final result is that the organisation as 
a whole will be united, taking a consistent, 
values-based approach in its response to 
the needs of customers and others. 

Step 3                                                                       Reading 3.1                                                                                     

Working with Values across teams 
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• When others are describing our team, what would we like them to say about us?     
  
 (Think about…do we have a vision or purpose statement? what positive feedback do we already   
  get? how can we build on the good things people are already saying about us? etc.) 
  
  Record your answer(s) below: 
 

 

 
• Building relationships with others: Let’s begin a mapping exercise to identify the 

teams/stakeholders we work most closely with. 
 

 
• What timescales can we agree for this work? 

Identify the team(s)  
  

What relationship do we 
need to have with them? 

How can we ensure the 
Values are reflected in our 
work with them? 

   
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Worksheet 3.1                       Looking at our team in relation to others 
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Action Stations – 
Committing to our 
Values 
 

STEP  4 
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Step 4 –  Action Stations – Committing to our Values 
 
The tools in this section are designed to help you and your team summarise and agree all the 
actions identified from each of the previous steps. 
 
This Step will take approximately 45 minutes to complete. 
 
Objectives: 

• Create an action plan that incorporates all the team’s thinking over the last three steps. 
• Everyone in the team commits to ‘Living our Values’ 

 
Before the session: 
  
Give a copy of the following hand-outs (in hard copy or email) to each of your team members at 
least 4 days before the session to allow them time to prepare: 
 

• Reading 4.1 – Making things happen –page 48 
• A copy of the Actions Arising from Steps 1 to 3  

 
Bring copies of the following for each person to use during the session: 

• The Actions Arising from Steps 1 to 3 
• Worksheet 4.1 – Keeping our Values Alive in every day work - Page 49 
• Attendance Sheet (one copy only). 

 
Resources Required: 

• Flipchart pens/Blu Tack + extra note paper and pens 
 

During the session: 
  
1. Agree Team roles for the session  

• Leader – This is your role. 
• Scribe – Ask for a volunteer to capture notes and agreed actions. 
• Timekeeper – Ask for a volunteer to keep the session on time 

 
2. Follow the process within the toolkit 

• Each activity includes detailed instructions on how to facilitate the discussion/exercise. 
• Ensure decisions/actions are recorded. 

 
3. Lead the session with these general tips in mind: 
 

 
 After the session:  
 
As you may run this session more than once, ensure you or the Scribe circulates a copy of the 
Actions Arising from this step to all team members.

Some DOs 
• Encourage dialogue (open questions) 
• Allow team members to disagree 
• Be honest if you don’t have the 

answers, and 
• Make it fun and rewarding. 

Some DON’Ts 
• Don’t argue or be defensive 
• Don’t exclude anyone from the 

discussion, and 
• Don’t make promises you can’t keep. 



Step 4 –  Action Stations  
– Reviewing our actions and committing to our Values 
 
Detailed instructions for during the session:  

Objective: Welcome 
To welcome back, review and complete the 
final step of the toolkit. 
 

• Welcome everyone back to this next session 
• Scribe – ask for a volunteer  
• Timekeeper – ask for a volunteer 
• Remind everyone of the ‘Group Rules’ they agreed to in Step 1. 

 
 
Briefly introduce the objective of this Step 4 session: 
 
• To summarise and agree all actions in the previous steps to make our Values ‘real’.  
• Everyone commits to ‘Living our Values’. 
 
Ask for feedback on this session’s reading 4.1 – Making things happen  
 

Q: What did they find interesting about it? 
 
Q: How is it relevant to their situation? 
 

Be prepared to set aside more time to review material if some in the group have not done the 
pre-reading. 
 

Objective: Taking Action 
To help individuals in the team bring 
together all of the actions agreed so far.  
 
 
Give out copies of the Actions Arising from Steps 1 to 3.  
 
Ask the group to review all the previously agreed actions. (5 minutes) 
 
Ask for feedback and gain agreement on any further actions to be added to the final action 
plan (10 minutes). 
 
Ask the Scribe   to chart the group’s responses on the Actions arising worksheet. 

15 
minutes 

 
 

5 
minutes 
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Objective: Close 
 

Thank the team for their time and commitment in ‘making the values real!’ 
 

Objective: Next Steps 
Keeping the actions alive beyond the 
Toolkit sessions and gaining team 

  
 Give out Worksheet 4.1 – Keeping our Values Alive in Everyday Work 
 
Group activity.  Split the team into smaller groups and Ask the Group to consider and 
answer the questions. Leave them to complete this for 10 minutes.   
 
Ask for feedback and Ask the Scribe to write the group’s responses onto a flipchart 
 
(As the session may be repeated, you should send a copy of the actions arising sheet and 
the information captured on the Flipchart to wider team) 
 
Following feedback from wider team, Update Actions Arising sheet and distribute to all 
team members.   

5 
minutes 

 
 

20 
minutes 

 
 



47 
 

 

 

As a team, we need to agree what we will do now to help the values take root in our 
department, and ultimately ‘live’ the values. 
  

 

 

 
What gets measured, gets done – weave values into key work and processes. 
 
The work we have done on values is part of the organisation’s commitment to quality and 
innovation. 
 
It is important that we don’t just talk about values and behaviours; we need to monitor and 
evaluate the success of how we demonstrate ‘live’ them. 
 
There will be a number of Board-wide mechanisms to help us do this, including: 

• The annual iMatter Survey   
• National Staff Survey, and 
• Team Improvement Journey. 

 
 

 

 
 
As well as participating in Board-wide monitoring activities (as outlined above), we need to 
consider and agree what we as a team can put into place to demonstrate we are living the values. 
 
What are we going to do as a team to monitor and evaluate how well we are ‘living’ the 
Values? 
 
 
Please come prepared to discuss your thoughts/ideas. 

For further guidance on any of these, please contact 
the Learning and Organisational Development Team 

At our next meeting, we will start by reflecting on our discussions and the actions arising for 
each of the three previous steps of the toolkit (Step 1-3); are there any other actions we need 
to take as individuals or as a team? 

 

Step 4                                                                                      Reading 4.1                                                                                 

Making Things Happen 
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It is important to consider how the Team can embed the agreed Values based behaviours into 
everyday working practices.  In small groups, take 10 minutes to consider the following questions 
and note down your thoughts/suggestions. 

 

• Where will we display our agreed Values based behaviours and Action Plan? 

 

• How will we review and monitor our Action Plan?  

 

• How can we incorporate our agreed values and behaviours into our team’s working 
practices? 

o You may want to consider Team Meetings, Team Debriefs, Personal Development 
Reviews, Departmental processes/procedures. 

 
 

Worksheet 4.1                    Keeping out Values alive in every day work 
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Congratulations! 

 

Your team has completed the 

 ‘Living Our Values’ Toolkit. 
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Appendix 1 

                              Attendance Sheet  

Date: 

Toolkit Step:  

Attendees Name Signature 
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Appendix 2  

                      Actions Arising Template 

Toolkit 
Step  

What do we agree to do 
now? 
What action(s) will we 
take? 

Who will 
lead/support 
this? 

Other 
support/resources 
needed to achieve 
this? 

We will do 
this by… 
(timescale) 
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This toolkit has been developed from a range of 
perspectives, using external expertise and internal 
experience with reference to values and effective 

team working. 
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