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Introduction
Through our working life we interact with many 
other people. The quality of these interactions 
can have a profound effect on our health and 
wellbeing, and our enjoyment of work. There 
is also a direct link between staff health and 
wellbeing and the quality of care. For example, 
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Many health care organisations now have policies 
and procedures designed to address problems 
when they have occurred. However, little is in place 
to promote a change in culture so that bullying 
and harassment are less likely to occur in the first 
place. The RCN endorses a proactive approach 
to reducing bullying and harassment, with the 
aim of encouraging “a workplace culture in which 
everybody treats their colleagues with dignity and 
respect, and where all steps are taken to minimise 
the occurrence of bullying and harassment” 
(RCN, 2015). The establishment of such a culture 
requires action at organisational, work team and 
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•	 �ideally, team exercises should be carried out 
by overlapping teams covering all levels of an 
organisation, including senior management,  
in order for the tools to be effective as a  
vehicle for improvement of overall 
organisational culture.

Note: Overlapping teams are teams that have 
one or more members in common. For example, 
a ward manager would not only be a member of 
a ward team but also a member of at least one 
management team.

Work teams might include, for example:

•	 �people who work on a particular ward (nurses, 
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Using the tools
These tools are intended for use in the majority of 
health and social care teams, where interactions 
between team members are within the normal 
range of positive and negative behaviour, or where 
relatively minor problems are suspected. Raising 
awareness of interpersonal behaviour and team 
supportiveness should help to prevent future 
problems and improve existing minor problems, 
for example where people are unaware that some 
of their behaviour could be perceived by others as 
bullying or harassment.

This tool is not designed to solve major bullying, 
harassment or other interpersonal problems 
between individuals at work. It should not be used 
with teams where such major problems are known 
or suspected. 

Where major problems do exist, bullying and 
harassment advisers should work with the 
persons involved on an individual basis according 
to the policy of the relevant organisation. If only 
a small number of people are directly involved in 
the major problem, it might be appropriate to use 
the tools with the rest of the team. However, this 
should only be done after careful consideration of 
the particular circumstances.

This tool is not designed to solve major bullying, 
harassment or other interpersonal problems 
between individuals at work. It should not be  
used with teams where such major problems  
are suspected.

Requirements for facilitators
Facilitators using this exercise with a work team 
should:

•	 �be skilled and experienced at handling sensitive 
issues in group sessions

•	 �have some experience of work and 
circumstances similar to those of the team or, 
at the least, have some knowledge about such a 
work setting

•	 �be independent from the team and should not 
know any members of the team well

•	 �not have had any problematic encounters with 
any members of the team in the past

•	 �not be in a position where they could be 
suspected of having a political reason, or 
ulterior motives, for wanting to find out about 
working relationships in the team.

Role of the team manager
Team managers or leaders should not facilitate 
the team session(s), but should normally be 
included in the exercise as any other member of 
the team attending one of the group sessions. 
However, team managers will obviously be 
important in organising the whole exercise. They 
will need to:

•	 sanction use of the tools with the work team

•	 �arrange for staff to be able to attend a group 
session, including adjusting duty rosters  
where necessary

•	 �ensure that all members of the work team 
receive all the information

•	 �reassure staff about the confidential nature of 
the exercise

•	 �set the example of using the exercise 
constructively, not as an excuse to gossip or 
scapegoat individuals

•	 �act on the agreed team action plan(s) following 
the exercise.

2. Facilitator’s notes
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•	 �if the IAT is completed as part of a workshop, 
allow at least 30-45 minutes so that members 
of staff do not feel rushed but have time to think 
about their behaviour.

Stage 2 (minimum one-and-a-half to  
two hours)

Stage 2 consists of a group session, which uses 
the team assessment tool and the agreed team 
action plan. During the session, facilitators should:

1.	 introduce the session (10-15 minutes)

•	 �Deal with housekeeping for the session such as 
practicalities and safety issues.

•	 �Explain the purpose and structure of the 
session.

1a. emphasise its constructive nature

•	 �Establish confidentiality by agreeing that 
what is said in the session remains absolutely 
confidential to the people present, and that any 
information gained will not be used to harm 
any other member of the group in any way. 
Explain that the group will produce an agreed 
team action plan, which will be shared with 
other members of the work team, and passed 
to the operational team leader. Explain that 
participants take away their own assessment 
tools to dispose of how they wish. 

•	 �Ask participants whether they have all had the 
opportunity to complete the IAT. Provide spare 
copies in case some have not seen it. 

•	 �Ensure that participants have information about 
further support such as staff counsellors and 
bullying/harassment advisers.

•	 �Invite and answer queries that participants have 
concerning the exercise.

•	 �Ask participants to introduce themselves  
very briefly to ensure they are all known to  
each other.

2.	 complete the team assessment tool 
Section 1: team supportiveness (20-25 
minutes)

•	 �Distribute the team assessment tool (TAT) 
and ask participants to read through the 
introduction and to complete Section 1: team 
supportiveness individually (allow 10 to 15 
minutes). This section examines and affirms 
positive team behaviour, and uses questions 
similar to those used in section 1 of the IAT. 
Again emphasise that individuals are not 
required to show their individual responses to 
anyone else.

•	 �Invite discussion about positive ways in which 
the team works together.

•	 �If you judge that it would be appropriate and 
safe to do so, ask whether participants were 
surprised by anything that was included in  
the IAT.

3.	 complete the team assessment tool 
Section 2: problem scenarios (30-40 
minutes)

•	 �Ask the group to discuss how the team would/
should manage the problem scenarios given in 
Section 2. If there is insufficient time to discuss 
all the scenarios, select those that are most 
appropriate to the particular team.

•	 Allow more general discussion, if appropriate.



Healthy workplace, healthy you10        

4.	 complete the agreed team action plan  
(25-30 minutes)

•	 �Ask the group to write in their own TAT 
suggestions about:

	 a) �positive aspects of team climate already 
present and actions to maintain those 
positive aspects

	 b) �aspects of team climate that need to be 
improved and actions to improve them

	 c) �other comments they want to be recorded 
(allow five minutes)

•	 �Share ideas and compile an agreed team action 
plan (ATAP) to enhance the team interpersonal 
climate, including any learning or training 
requirements.

•	 �Check that the participants realise that 
this constitutes the feedback that may be 
communicated.

•	 �To other members of the team who were not 
present at the session, and to managers.

•	 �Check that all participants are in agreement 
with the ATAP. Remove anything that has not 
been agreed.

5. close the session (5-10 minutes)

•	 �Ensure that all participants understand what 
will happen after the session in terms of follow-
up of the ATAP(s) from the group session(s).

•	 �Check that everyone is happy with the 
conclusion of the session and that no one has 
outstanding issues or queries concerning the 
session.

•	 �Bring attention to the sources of support such 
as staff counsellors and bullying/harassment 
advisers. 

•	 �Re-emphasise the confidentiality of anything 
said in the session.

•	 Close the session.

Following each group session, facilitators should 
take a copy of the ATAP for their own records.  
After the final session for the work team, they 
should pass all the agreed team action plans 
together to the team manager along with a brief 
overview of the sessions, being careful to maintain 
strict confidentiality. 

Facilitators and team managers should  
discuss how the agreed team actions plans  
should be shared with the rest of the team and 
taken forward.

Follow-up
Completion of the tools and participation in 
a group session will not resolve all problems 
overnight and forever. It is important that this 
exercise is seen as the beginning of an on-going 
process to enhance working relationships and 
produce a culture where bullying and harassment 
are less likely to occur. Both short-term and long-
term follow-up are essential.

Short-term

If several group sessions have been held for a 
work team, the ATAPs should be shared with all 
members of the work team, but without breaking 
confidentiality (see Safeguards opposite). It is 
important in these circumstances that a short 
follow-up session is held to consolidate the 
findings of the separate groups and formulate an 
overall action plan using the follow-up progress 
form. A progress review might constitute part of a 
regular team meeting.

The overall action plan should be implemented as 
soon as practically possible in order to maintain 
the momentum initiated by the team exercise.

Long-term

This exercise should not be seen as a one-off, 
but should be repeated after a period of, say, two 
years, or if the work team changes substantially. 
Formulation of the overall action plan ought to 
include discussion of how the momentum of the 
exercise can be maintained in the interim.
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Safeguards
One of the possible problems with the use  
of tools such as these is that any existing  
problems between members of staff might be 
exacerbated. This would be counterproductive.  
It is important that safeguards are built into the 
tools and their use.

Built in safeguards include:

•	 �it is clear that individuals are not expected to 
show their completed assessment tools to 
anyone else. Individuals retain ownership of 
their own completed tools and may dispose of 
them as they wish

•	 �the TAT is deliberately focused on positive  
and supportive behaviour rather than  
negative behaviour in order to promote 
supportive discussion

•	 �the introductory notes stress that the TAT and 
discussion must be used constructively

•	 �a statement of confidentiality is included in the 
introduction to the TAT.

Guidelines for use include:

•	 �use an independent and skilled facilitator 
for the team session rather than using the 
operational team leader as the facilitator

•	 �establish confidentiality by agreeing that what 
is said in the group session remains absolutely 
confidential to the people present, and that any 
information gained will not be used to harm any 
other member of the group in any way. Only the 
agreed team action plan may be shared with 
other members of the work team, and passed 
to managers for information

•	 �emphasise throughout that the aims of the 
session are to encourage reflection and 
development, and to discourage a climate of 
blame and acrimony

•	 �avoid the temptation to probe issues raised too 
deeply or to try to act as a counsellor. It is not 
always necessary for the facilitator to know all 
the details of a situation

•	 �use progressive strategies to defuse situations 
that appear likely to lead to ill-feeling in the 
group session, such as:

	 –	� acknowledging that the particular issue 
is causing some problems and steering 
discussion on to positive behaviours that are, 
or might be, used in relation to the issue

	 –	� again, acknowledging the problem 
and moving discussion away from the 
contentious issue on to another subject

	 –	� if the situation is becoming destructive, end 
the session, explaining why and reminding 
participants about confidentiality and the 
positive nature of the exercise

•	 �ensure that staff counsellors and bullying/
harassment advisers are aware that the 
exercise is occurring 

•	 �provide details of staff counsellors and bullying/
harassment advisers to all team members 
involved in the sessions

•	 �be aware that staff may choose to contact their 
trade union representative if they believe they 
are experiencing bullying and harassment.



Healthy workplace, healthy you12        

RCN (2012) Beyond breaking point – a survey report 
or RCN members on health, wellbeing and stress. 
London: RCN. 
Available online at www.rcn.org.uk/publications 

RCN (2015) Bullying and harassment – guidance 
on the prevention and management of bullying and 
harassment in health and social care organisations.
London: RCN. 
Available online at www.rcn.org.uk/
healthyworkplace  



Healthy workplace, healthy you Working with care – improving working relationships in health and social care 13        



Healthy workplace, healthy you14        

However, it deals with some sensitive matters. 
If you need to talk to someone about any issues 
raised, or if you want further information, you 
should contact a staff counsellor or the bullying/
harassment adviser.
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Section 1: common positive 
behaviours
Read the following statements. Think about how 
they relate to your normal behaviour at work. For 
each statement, tick the box that best represents 

how much you agree or disagree. Some of these 
behaviours may seem trivial or so routine that 
you don’t think about them. However, they are 
all-important. Such routine, positive behaviours 
create a friendly atmosphere and set a supportive 
culture (see explanatory notes overleaf).

1.	� “�I try to say ‘thank you’ whenever a colleague  
is helpful”

2.	� “�I praise colleagues when I think they have done  
a good job”

3.	  “I try to smile at colleagues when I pass them”

4.	 “�I try to make sure that no one is left out of  
informal discussions or social occasions”

5.	 “�I offer to make/fetch coffee/tea, etc for other  
members of the work team when they are very busy”

6.	 “�I make a point of welcoming new members of  
the team, helping them to learn the systems and  
procedures, and to get to know other staff”

7.	 “�I regularly offer to help others when they are  
overworked or are having some other difficulty”

8.	 “�I often ask for other people’s views and try to show  
that I value those opinions”

9.	 “I always look out for the safety of other colleagues”

10.	“�I respect other colleagues’ jobs and the tasks that  
they have to carry out, and I always try to co-operate  
when those tasks affect me”

11.	“�When problems occur, I always try to assume the  
best about all my colleagues, that is, I give them  
the benefit of the doubt”

12.	“�I always try to respect the cultural differences and  
religious beliefs of my colleagues”

13.	“�I always try to be helpful to more senior colleagues  
and carry out what they ask as well as I can”

14.	“�I try to be considerate to more junior members  
of staff and respect their abilities and willingness  
to learn”

Strongly 
Disagree

Disagree Agree Strongly 
Agree

Neither 
agree nor 
disagree
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Explanatory notes

Some of these notes may appear self-evident 
or obvious. But remember, ordinary, everyday 
behaviours, which we take for granted, set the 
working atmosphere and the team climate. 
Unfortunately, these behaviours can so easily go 
wrong without us noticing. We sometimes need to 
sit back and consider the routine and obvious.

Questions 1 and 3: creating a friendly 
atmosphere

Basic politeness and courtesy are fundamental 
to establishing and maintaining good working 
relationships. Sometimes, it’s easy to forget and 
take colleagues for granted. Smiling can make 
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Questions 8, 11, 12, 14, 15 and 16: 
d63, 12, 14, 15 and 16: 
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Explanatory notes 

Bullying or not?

All these behaviours (questions 17 to 40) may 
constitute bullying or harassment, or both, but not 
on every occasion.

Bullying normally involves behaviour that is 
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concealed from the target or from other people. 
Such covert bullying can be very subtle, and not 
always recognised as bullying behaviour. Look 
again at the list!

Conversely, some reasonable behaviour may 
appear to be bullying to the apparent target, 
because there is always the possibility of 
misunderstandings, mismatches in expectations 
or differences in culture. In these cases, either 
the apparent perpetrator is not aware that their 
actions are perceived as bullying, or has cause to 
feel that their actions are perfectly justified and 
reasonable. Some apparently bullying actions 
may have valid reasons behind them, for example, 
“using disciplinary or competence procedures as 
a threat to a member of staff” might be justified 
if the member of staff is deliberately under-
performing. However, in this situation, the use of 
such procedures should be explained, and applied 
consistently and transparently.

So what behaviours may constitute bullying? They 
can be classified into five broad types (Rayner & 
Hoel, 1997):

1.	 Threat to professional status (see 
questions 17, 18, 19, 30 and 37)

This includes either undermining a colleague’s 
ability to do their job effectively, or adversely 
affecting other people’s perception of that 
colleague’s ability to do the job. Such behaviours 
include: criticising unjustly; belittling a colleague’s 
work (either to that person or to others); 
humiliating someone, perhaps through an 
apparently harmless joke related to their work 
performance; and using discipline or competence 
procedures as a threat.

2.	 Threat to personal standing (see 
questions 20-23, 32, 33, 36-39)

This relates to attacks on the person rather than 
their ability to do the job. These include actions 
that damage, or threaten to damage, a colleague 
physically or materially, or undermine their 
self-confidence. They also include actions that 
undermine other people’s respect for a colleague. 
Examples are: throwing doubt on someone’s 
personal honesty or integrity; using sarcasm and 
innuendo; making inappropriate jokes; teasing 

persistently; threatening someone verbally or by 
gesture or posture; and using physical violence 
towards a person or their property.

3.	 Isolation (see questions 24, 25, 28, 35  
and 36)

This covers any behaviour that causes people 
to feel that they are not one of the team or one 
of the in-crowd, that they are being treated 
differently from others. Isolation includes, for 
example: withholding information; freezing out, 
ignoring, excluding, intentionally turning your back 
on someone when they speak to you; refusing 
applications for leave, training, promotion without 
good reason; and showing favouritism to some at 
the expense of others.

4.	 Overwork (see questions 26, 27 and 40)

a)	� This is a difficult area, particularly in health 
care where shortages of staff and resources 
may cause high workloads for teams. However, 
good management includes helping staff to 
prioritise work, and setting realistic limits 
on what can be achieved. Overworking staff 
includes: pressurising them to produce work; 
and setting impossible deadlines.

b)	� Using charm or charisma or a bribe to get 
someone to overwork can also be a type of 
covert bullying.

5.	 Destabilisation (see questions 18, 28, 29 
and 31)

This covers attempts to make it difficult for people 
to work effectively and have their work valued, 
including changing working arrangements without 
consultation. Examples are: shifting the goal 
posts, that is changing work targets without good 
reason and/or without adequate time or resources; 
undervaluing work; attempting to demoralise; 
and removing areas of responsibility without 
consultation.

Harassment or not?

What constitutes harassment or discrimination? 
Harassment and discrimination involve negative 
behaviour concerning a colleague’s gender, sexual 
orientation, race, religion, age or disability.
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Questions 33, 34, 38 and 39: behaviour that 
may be harassment and discrimination

Again the behaviour may be intentional or there 
may be misunderstanding and mismatch of 
expectations. Such negative behaviour includes: 
making negative comments or gestures; making 
inappropriate jokes; touching inappropriately; 
ignoring someone or excluding them from 
activities; and requiring them to carry out 
inappropriate tasks.

Step 2

Now look at the list again and consider:

a)
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Section 3: friendly behaviours 
open to misinterpretation
Read the following statements. Think about how 
they relate to your normal behaviour at work. For 
each statement, tick the box that best represents 
how often you do the following.

Explanatory notes

Questions 61, 62 and 65: friendliness or 
sexual harassment?

Touching someone can be a real sign of 
friendship or empathy. Unfortunately, it can also 
be interpreted as sexual harassment if done to 
someone who doesn’t welcome being touched. 
Judging who welcomes your touch, who tolerates 
it and who is offended by it can be difficult.

Similarly, complimenting someone on their 
appearance can be very supportive. However, 
if it is done too often or in a manner that could 
be construed as suggestive, for example, telling 
someone that they look sexy, it may be interpreted 
as sexual harassment.

Questions 63 and 64: friendly teasing or 
cruel tormenting?

Teasing can also be a sign of acceptance and 
friendship. However, unless we are really close 
friends, it is impossible to know whether another 
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Question 66: friendly concern or malicious 
gossip?

Passing on personal information about a 
colleague to others may occasionally be necessary 
and justified. However, unless we have their 
permission to pass it on, we may be doing them 
a great disservice. Colleagues need to be able to 
trust our discretion knowing that they can tell us 
things without them being passed on to others. If 
we are not careful, it is easy to slip into enjoying 
idle or malicious gossip.

Section 4: retrieval behaviours
Sometimes, particularly at very busy times, things 
go wrong and we realise that we have acted 
unreasonably in some way, or our actions have 
been misunderstood. Alternatively, someone 
else may have acted unreasonably. What can we 
do to retrieve the situation? Read the following 
statements. Think about how they relate to your 
behaviour at work after a problematic situation. 
For each statement, tick the box that best 
represents how much you agree or disagree.

Explanatory notes

Questions 67 to 68: apology and forgiveness

Realistically, all of us behave at times in ways that 
we wish we had not. Alternatively, we may have 
offended someone completely unintentionally. 
In all working relationships there has to be a 
level of acceptance of each other’s fallibility, and 
mechanisms by which unfortunate situations can 
be retrieved.

Some of these mechanisms involve: apologising; 
accepting apologies; empathy; discussion and 
turning problem situations into opportunities for 
learning.

Recognising that we have been in the wrong and 
apologising can so often be all that is needed to 
repair a relationship with a colleague. The sooner 
it is done, the better it usually is. But sometimes it 
can be very difficult both to apologise and to accept 
apologies. However, not doing either of these can 
lead to deep bitterness. Trying to empathise, that 
is to understand the other person’s point of view, 
or their reasons for behaving in a particular way, 
can help in the process of forgiveness.

Questions 69 and 72: discussion and learning

Empathy can also help to avoid the 
destructiveness of always wanting to blame 
someone else whenever something goes wrong. 

67.	“�I usually apologise when I realise that I have been  
in the wrong”

68.	“�I usually have no difficulty accepting apologies from  
a colleague and moving on”

69.	“�After problems have occurred, I usually find it  
useful to discuss calmly what went wrong, with the  
others concerned”

70.	“�If a colleague us criticised for something I know  
he/she didn’t do, I stick up for him/her and try to  
explain the misunderstanding”

71.	“�If I find it difficult to like a colleague, I try to hide it  
and still work well with them”

72.	“�I always try not to apportion blame after a problem  
has occurred but to find out what has happened and  
learn from it”

Strongly 
Agree

Disagree Agree Strongly 
Agree

Neither 
agree nor 
disagree
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A blame culture can also be avoided by openly 
discussing problems and mistakes, and using 
them as opportunities to learn.

Question 71: putting differences aside

Occasionally, it is not possible to reach agreement 
over a particular incident, or we find that there is 
a colleague whom we just find it difficult to like. 
However, it is usually possible to find a way to 
continue to work productively with them and to 
treat them courteously, by trying to concentrate on 
their positive qualities. This makes for a happier 
atmosphere for all than continually bringing up 
the grievance and, over time, they may redeem 
themselves, if we give them the chance.

Question 70: explaining misunderstandings

Retrieving situations where others have been 
blamed for something that was not their fault can 
be a difficult and brave undertaking. However, it 
may prevent someone becoming victimised, and it 
helps to demonstrate and consolidate team trust 
and cohesion.

Section 5: reflection
Now take some time to consider the issues you 
have thought about while completing this tool.

Read through the explanatory notes if you have not 
already done so.

Most of us find that taking stock of our behaviour 
in this way is a salutary experience. It makes 
us realise that many of the routine things we 
do are very positive, but others are not quite so 
commendable. Also there may be things that we 
don’t do that we should try to do.

•	 �What did you find encouraging? What are your 
strengths?

•	 �What behaviours do you need to be careful 
about? What are your weaknesses?

•	 �What positive things could you try to do more 
often?

Remember that we all make mistakes sometimes 
and behave less well than we would like. However, 
if we acknowledge this and apologise, we can 
usually retrieve the situation.

This exercise is intended to help improve 
interpersonal relationships. However, if you found 
it difficult or distressing, contact a staff counsellor 



Healthy workplace, healthy you Working with care – improving working relationships in health and social care 25        

Introduction
You should already have been given an individual 
assessment tool (IAT) before this session, and had 
opportunity to read about it and complete it. If you 
have not seen an IAT, please ask to see one. The 
IAT is designed to help each person to think about 
their own attitudes, perceptions and behaviours 
at work. You will not be expected to show your 
completed IAT to anybody else.

This team assessment tool looks more at the 
behaviour of the work team as a whole, and is 
designed to examine and encourage positive team 
behaviours. Section 1 includes some of the same 
questions that you applied to yourself in the IAT. 
Section 2 provides some problem scenarios for 
you to consider how the team would, or should, 
manage them. Members of the group then share 
ideas about issues arising from completion of 
the tools with behaviour and circumstances 
anonymised to a level that safeguards individual 
identity. This is to encourage reflection and 
development, and discourage blame and acrimony.

At the end of the discussion session, the group 
produces an agreed team action plan to enhance 
working relationships in the team, including any 
learning or training requirements.

The TAT is designed with the following objectives:

•	 �to help you think about the behaviour and 
attitudes of your work team as a whole

•	 �to acknowledge and affirm positive behaviours 
and attitudes in the team

•	 �to facilitate sharing and discussion of 
generalised issues

•	 �to consider how the team would/should 
manage some problem scenarios.

Please remember that the main purpose of this 
tool is to encourage reflection and development, 
and to discourage blame and acrimony.

Complete Section 1 being as honest as you 
can. There is no scoring and you do not need 
to show your completed tool to anybody else. 
When everybody has completed their inventory, 
you will be encouraged to share and discuss 
your views. In the discussion, try to concentrate 
on team supportiveness rather than on wider 
organisational issues.

Confidentiality

It is very important that everyone feels free to 
voice their opinions without the fear that what 
they say will be passed on to others, or used 
against them. At the end of the session, the group 
will draft an agreed team action plan that will be 
communicated to any members of the work team 
who were not present and to managers.

However, anything else that was said or written, 
or anything that happened during the session 
must be kept absolutely confidential to the group 
present at the session. Each participant should 
take away their own team assessment tool and 
dispose of it as they see fit.

Section 1: team supportiveness
This looks again at ordinary, everyday behaviours, 
which we tend to take for granted but which 
determine the working atmosphere. Recognising 
the supportive things that we do as a team can 
be very productive. Encouraging these positive 
behaviours enhances both the team climate and 
our overall enjoyment of work. 

In this tool, colleague and similar terms refer to 
anyone else you work with, whether senior, junior, 
or at a similar level to you, whether clinical or 
non-clinical, managerial or support staff.

You have already thought about the following 
behaviours and applied them to yourself in the 
individual assessment tool. Now consider how 
typical each behaviour is for the work team as  
a whole.

B. Team assessment tool
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1.	 Saying “thank you” when a colleague is helpful

2.	 Praising each other for doing a good job

3.	 Smiling at each other when we pass

4.	� Making sure that no one is left out of informal  
discussions or social occasions

5.	� Offering to help others when they are overworked or  
are having some other difficulty

6.	� Offering to make/fetch coffee/tea, etc for others  
when they are very busy

7.	� Making a point of welcoming new members of  
the team, helping them to learn the systems and  
procedures, and to get to know other members  
of staff

8.	� Asking for other people’s views and showing that  
we value their opinions

9.	� Sharing all appropriate information with other  
colleagues who might need it

10.	
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19.	People feel understood and accepted by each other

20.	�People in the team co-operate in order to help  
develop and apply new ideas

21.	People can openly share their ideas and feelings

22.	�People can talk freely to each other about difficulties  
they are having in performing the task and know that  
the other person will listen

23.	�People know that if they share ideas and task-related  
problems their team-mates would respond  
constructively and caringly

24.	People trust and respect each other as co-workers

25.	People consider each other to be trustworthy

Note: This is adapted from Kivimaki M and Elovainio M (1999) A short version of the Team Climate Inventory: 
development and psychometric properties, Journal of Occupational and Organizational Psychology, 72, pp241-246.

Not at all 
typical

Slightly 
typical

Very  
typical

Extremely 
typical

Moderately 
typical

How much do you think the following are typical of the people in your work team?

Are there positive aspects of your work team that have not been covered in the questions above?
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Section 2: problem scenarios
Consider the following scenarios. Discuss how the 
team might deal with them.

Scenario 1

A member of the team is involved in an accident 
that causes him/her to be off sick for several 
months. How would the team react initially and 
how would they handle it as the months went by?

Scenario 2

Some members of the team think that one of their 
colleagues is not doing his/her fair share of the 
work. How would/should this be handled by the 
team?

Scenario 3

Several members of the team have family 
commitments that are taken into account when 

the duty roster is worked out. A member of 
staff without such commitments feels that he/
she always has to do the unpopular shifts and is 
starting to resent this. How might this come to 
light and how would/should this be handled by the 
team?

Scenario 4

During hectic work periods, one member of the 
team regularly loses his/her temper and shouts at 
a colleague. How would/should the team handle 
this?

Scenario 5

A new member joins the team. He/she has a 
different cultural background from everyone 
already in the team, for example, different race, 
language, religion or country of origin. How would 
the team treat this person?

Section 3: suggestions for  
team action plan
Think about the discussions that you have had 

and then list, in the first tables, positive aspects of 
the team interpersonal climate that you think are 
present and should be encouraged, and actions 
that the team should take to maintain them.

Positive aspects of team climate already present Action to maintain positive aspects

In the next table, list any aspects of the team interpersonal climate that you think need to be improved, 
and actions that the team should take to improve them. 

Notes
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Name of team Date of session

C. Agreed team action plan 

Positive aspects of team climate already present Action to maintain positive aspects

In the next table, list any aspects of the team interpersonal climate that the participants agree need to be 
improved, and actions that the team should take to improve them.

Aspects of team climate that need to be improved Actions to improve them

Other agreed findings

If the group wishes to add any further agreed comments, write them in the box below.

Confidentiality

This agreed team action plan will be shared with 
other members of the work team and may be 
passed to managers for information. Anything else 
that was said or written, or anything that happened 
during the session must be kept absolutely 
confidential to the group present at the session.

Think about the discussions you have had and 
agree what may be shared with other members 
of the team or managers who were not present at 
this session.

In the first table below, list positive aspects of the 
team interpersonal climate that the participants 
agree are present and should be encouraged, 
and actions that the team should take to maintain 
them.
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D. Follow-up progress form
Name of team:	

Dates of follow-up meetings:

Specific action Time frame Progress

This follow-up progress form lists specific actions 
agreed by the whole team, along with estimated 
times for implementation and space to record 
progress. These actions should be based on the 
agreed team action plans from the group sessions 
and any reports from the facilitator, and should be 
realistic and achievable in the short term.
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Your work team

Please rate how supporting you have found your work team to be over the past six months (not including 
this Working with care exercise). 

Please indicate how many working relationships have been positive in your work team over the past six 
months (not including this Working with care exercise).

(To be completed at the end of the group session.)

The RCN would like to monitor the use of these 
tools to ensure that they are effective. You are 
asked to complete the following form and return  
to the address opposite:

Working with Care Evaluation, Employment 
Relations Department, Royal College of Nursing, 
20 Cavendish Square, London W1G 0RN
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Please indicate your status in the work team:

Please indicate where your team works:

Please add any further comments about the exercise in the box below. 

Thank you for completing this monitoring form. 

1.	� “�Taking part in the group session should enhance  
our working relationships”

2.	 “�Taking part in the group session was an  
uncomfortable experience”

3.	 “�Taking part in the group session helped me to  
appreciate other people’s point of view”

NHS hospital

NHS community

NHS other

Independent hospital

Independent care home

Other independent

GP practice

Hospice/charity

Other

Strongly 
disagree

Disagree Agree Strongly 
agree

Neither 
agree nor 
disagree

Very  
junior   

Fairly  
junior   

Fairly 
senior   

Very  
senior

Intermediate

The group exercise

Please indicate how much you agree with the following statements:
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(To be completed after approximately one month.)

The RCN is keen to monitor the use of these tools 
to ensure that they are effective. You are asked to 
complete the following form and return return  
to the address opposite:

Working with Care Evaluation, Employment 
Relations Department, Royal College of Nursing, 
20 Cavendish Square, London W1G 0RN

Confidentiality

This monitoring form will be seen only by the 
monitoring team at the RCN.

F. Monitoring form 2

Your work team

Please rate how supportive you have found your work team to be since the Working with care exercise. 

Please indicate how working relationships have been in your work team since the Working with care 
exercise.

1.	 “�We are more aware that ordinary positive  
behaviours are important”

2.	 “�We are more able to avoid behaviours that might  
allow bullying and harassment to happen”

3.	 “We are more considerate to other people at work”

4.	 “�Taking part in the exercise has enhanced our  
working relationships”

Strongly 
disagree

Disagree Agree Strongly 
agree

Neither 
agree nor 
disagree

A lot less 
supportive    

Less 
supportive    

More 
supportive    

Much more Equally 
supportive    

Much less 
positive   

Less  
positive   

More 
positive   

Much more 
positive

Equally 
positive   

Please indicate how much you agree with the following statements:

Name of team or key contact name (optional) Date of group session
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5.	 “�Taking part in the exercise has made our  
relationships more difficult”

6.	 “�Taking part in the exercise has helped us to  
appreciate other people’s points of view”

7.	 “�The work team agreed to an overall team action  
plan following the group sessions”

8.	 “�The team has taken steps to implement the overall  
action plan”

Strongly 
disagree

Disagree Agree Strongly 
agree

Neither 
agree nor 
disagree

Please indicate the steps that have been taken to implement the overall team action plan. 

Please indicate your status in the work team:

Please indicate where your team works:

NHS hospital

NHS community

NHS other

Independent hospital

Independent care home

Other independent

GP practice

Hospice/charity

Other

Very  
junior   

Fairly  
junior   

Fairly 
senior   

Very  
senior

Intermediate
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Please add any further comments about the exercise in the box below. 

Thank you for completing this monitoring form. 
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