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Session 4 – Team Working

Team Working Skills and Qualities:

Everyone on the Board has a part to play. You all bring 

different experience, skills and personal qualities.  

Ultimately you are working together towards the same 

goal - for the organisation to be successful.  

Lessons of the Geese:

https://bit.ly/36RTt2O
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Session 4 – Team Working 

Action: 

What did you pick up from the way this flock of geese 
worked together?

What is your experience of team work? 

What skills and qualities do you think are needed?

Communication is best described as:

• a two-way process (sending and receiving).  One-way 
‘telling’ is not good communication

• the sharing and exchange of information and ideas 
with active involvement between people

• involving feedback and testing out of understanding. 
For example ‘so what you have said is…’

Methods of communication:

What methods of 
communication do 
you use? 

Are there any you 
would like to get 
better at or know 
more about?  
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Session 4 - Team working

Communication styles: 

https://bit.ly/3kLE8WH

Assertive:

• Share positive and negative ideas and feelings in an 
open, honest and direct way. 

• Your needs and rights are respected, and those of the 
other person

• Allows you to take responsibility for yourself and your 
actions without judging or blaming other people.

• Used when you care about yourself and the other person. 
Both win in a situation like this.

Example, ‘I understand what you are saying but I 

think…’ or ‘Can you explain your decision so I can 

try to understand it from your point of view’

Passive: 

• Avoid sharing opinions or feelings, you put up with  

situations you don’t really agree with

• Your needs and rights are not met

• Used when you don’t care about yourself, but you do 

care about the other person. It is a you loose, they win 

situation

Example, ‘No you are right, I really don’t mind…’ or 

‘There’s nothing I can do about …’
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Session 4 - Team working

Aggressive: 

• Share your feelings and opinions in a way that is 

hurtful to others 

• Hold your needs and rights above those of others

• Used when you care about yourself but not the other 

person. You win, they loose this time

Example, ‘I’m right, you’re wrong!’ or ‘Its you’re 

fault…’

Passive aggressive: 

• Appear not to care. Hide your anger about a

situation by avoiding the communication, making 

excuses, blaming others or not doing/saying 

something.

• Used when you don’t care about yourself or the 

other person. Both loose with this type of 

communication

Example, ‘Fine, whatever!’ or ‘I thought you 

knew…’

7

http://www.youtube.com/watch?time_continue=5&v=rd0QD686FVc


Session 4 - Team working

The use of ‘I’ statements:

• “I” statements can help to develop positive 

communication.  Sharing feelings and thoughts in an 

honest and open way.

• Speakers can be assertive without making accusations 

or blaming, which often makes listeners feel 

defensive.

For example:

‘I’ feel… anxious

When…I don’t have an agenda 

Because…I won’t know what to expect from the 

meeting and how to prepare

The ‘ask’:

I want… an agenda sent 2 weeks before the meeting

I need… this to be in easy read

I would find it helpful if… I could go through this with 

someone before the meeting

Action: 

Have a go at practicing ‘I’ statements
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Session 4 - Team working

Who does the Board 
Communicate with?

Why do we do this? How do we do this?
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What would help me 
communicate with the Board

What gets in the way of good 
communication on the Board?

Q.1

Q.2

What would help you communicate with others on the Board?

Who else does the Board communicate with? For example staff, 
funders, members etc. How do they do this and for what purpose?



Session 4 – Team Working 

An important part of communication is being able to  
provide information in a way that is accessible. This 
could involve:

• Easy read information

• Audio or visual recordings

• The use of specialist equipment or support

Q. What examples of accessible information does 
your Board use? 

Easy read resources:

Change – How to make information accessible. A 
guide to producing easy read documents

https://bit.ly/35KM32c

Photo symbols – online photo library. Essential tool 
for people who produce easy read information

https://www.photosymbols.com/

Action: Work with people in your organisation to 
prepare a 1 page easy read document about the 
importance of people with a learning disability or autism 
being Directors or Trustees.
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Session 4 – Team Working 

Listening – can be described as paying attention to 
and interpreting what other people are saying. 

Listening is one of the most important skills you can 
have. How well you do this will make a difference to  
the quality of your relationships and how you fulfil your 
role as a director or trustee.

We listen:

• to get information

• to understand

• for enjoyment

• to learn

To be an Active Listener:

• You must concentrate, understand, respond and 
remember what is being said

• It involves listening with all your senses

• It is important that you are 'seen' to be listening –
your body language lets the speaker know you are 
interested in what they are saying

The Chinese character for listening is a useful 
way to think about what is needed:

Ears to listen

Eyes to see

Mind to think

Heart to feel

Holding this all together is the 
need to focus, to pay attention 

Source: www.skillpacks.com
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Session 4 – Team Working 

Active listening – Top Tips

1. Repeat what you hear

‘So what your saying is…’

‘Can I just check, you said…’

2. Reflect feelings

‘You sound really pleased about …’

‘I notice you seem anxious when you mention…’

3. Summarise

‘Overall it seems like…’

‘So to pull all of this together…’

‘What seems most important is…’

‘To summarise…’

4. Give your full attention

Look interested – nodding and eye contact if possible

Encouragement

Action: 

Practice your active listening with your friends and 
colleagues. 
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Session 4 – Team Working 

DO… DO NOT…

Be respectful, listen to 
others and use 
appropriate language

Talk over others, be rude 
about other people’s 
opinions or swear

Be aware of your 
emotions, stay calm

Shout, get angry or upset

Practice/prepare what 
you want to say, know 
your facts

Say something just for the 
sake of it

Take the time you need Rush through

Make eye contact if 
possible, have a confident 
body position

Point fingers or wave arms 
around

Speaking Up! 

As a Director or Trustee it is important your opinions are 
heard.  Having the confidence to speak up in Board 
meetings, to talk about the organisation to others etc. all 
takes time.  

There are some things to remember when Speaking up -
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Top Tip from Dawn Flockton, Leadership Coach, Inclusion 
North

‘If anything is hard, don’t give up – you’ll get there in the end’ 



Session 4 – Team Working 

What does silence say?

Being silent can say as much as speaking up. It can 
be taken to mean approval - by saying nothing people 
may think you agree with what is happening.  
Disapproving but saying nothing is likely to lead to 
confusion and future problems.

Building trust and strong relationships on the Board 
may encourage you to say what you think. 

When you are ready, show your commitment to the 
discussion and to the people involved by contributing. 
Let them know why the conversation is important to 
you.
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Session 4 – Team Working 

Interview: 

1. What do you do to make sure that everyone’s 
voice on the Board is heard? 

During meetings I take time to ask if:

• everyone has understood what we are discussing

• they have any questions 

• they want to add anything

If anyone is struggling to understand anything in the 
meeting, I will look for a way to explain the 
information that is most suitable for that person. 

Outside of meetings I have been in touch with other 
directors to:

• answer any questions

• help write responses 

• reassure them that any ideas or questions will be 
brought up in the next meeting. 

If I noticed anyone seemed uncomfortable about 
talking up in front of anyone I would use the time 
during a break to speak to that person and ask them 
how I could help them speak up.
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Session 4 – Team Working 

2. What was it like when you went to a Board 

meeting for your first time. What helped you to 

speak up at this?

I was a little nervous but luckily I already knew a few of 

the people in the room. 

I sat next to someone I knew really well and told them I 

was nervous and they reminded me that we were all 

coming together for the same reason and that we were all 

here to support each other. 

Then I thought about all the people who do not have a 

voice or do not have access to support to make their voice 

heard. Knowing that I had these things helped me realise 

that I must make sure my voice is always heard. 

3. What advice would you give to people whose role 

involves them speaking up at Board meetings?

Yes, it can sometimes be a little scary but always remember 

you can be the voice of change, you can be the voice of 

support. 

The reason you are there is because people want to hear 

your voice, they want to learn from your ideas and 

experiences.

16



Session 4 – Team Working 

Open & Closed Questions:  

The way you ask a question will affect the way it is 
answered.

‘Closed’ questions can be answered with a simple yes or 
no. They do not allow for any detail about the subject 
matter.

• Do you find it hard to speak up?

• Do you know your organisation?

• Would you like to be director?

• Are you enjoying the training?

‘Open’ questions – require the person to give more 
thought to the answer, explain things more fully.

• How do you find having to speak up? 

• What is it that your organisation does?

• Why do you want to be a director?

• What is it about the training you are enjoying?

They will generally start with Why, How or What…
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Session 4 – Team Working 

Action: Have some fun with the ‘yes/no’ game!

Instructions: Take turns at asking a member of the 

group questions that would encourage a ‘yes’ or ‘no’ 

answer. 

For example:

Did you have breakfast today?

Do you watch TV? 

The rule is they are not able to answer with a ‘yes’ or 

‘no’. If they do it becomes their turn to ask the 

questions.

See who can answer the most questions without 

saying ‘yes’ or ‘no’.

18



What questions do you have?
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Head – one thing I have learned from 
session 4

Bin – one thing I did not like about session 4 

Carrier bag – one thing I will take away 
from session 4 

Heart – one thing I felt about session 4 
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Session 5 – Tough Choices 

Decision Making:
Directors and Trustees make decisions about their 
Organisation or Charity together, as a team. This 
usually takes place at Board Meetings.

Film: https://bit.ly/3fhR4m2

Group work:
1. What decisions have you made before?

2. How do you find decision making? 

3. What helps you to make decisions?

4. What kind of decisions are made at your Board?

21
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Session 5 – Tough Choices 

Not everyone on the Board needs to agree on a 
decision, as long as more people agree than disagree.

Action - What rules do you have in your 
organisation around decision making?
For example, the number of people who need to be at 
a meeting in order for a decision to be reached.

You should record how you make more serious 
decisions in case you need to review or explain them in 
the future.

We make decisions with our:
• Heads – based on what we think and know 

and 
• Hearts – based on how we feel 

Things to think about when making Board 
decisions…

1. Act within your powers
Only get involved with decisions that are within your 
role as a Director or Trustee.  There are decisions that 
can be ‘delegated’ to others to make.

2. Only make decisions that are good for your 
organisation
This means making decisions that help your 
organisation achieve its aims
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Session 5 – Tough Choices 
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3. Make sure you are informed - have all the 
information and advice you need to make the 
decision.

4. Think about or note down all the possible 
options and evaluate these -

• Pros and Cons
• Positives and Negatives.
• Scoring system

5. Time - don’t spend time on things that are not 
important or connected to the decision. Ask for 
more time if struggling to make a decision.

6. Conflicts of Interests - This is when your 
personal interests come into the thinking you do 
about an organisational decision. 

7. Confidentiality – some decisions may need to 
be taken in private or voted on openly at a meeting 
through a show of hands for example.

8. Influence – you should not be influenced or 
pressured by others to make a decision. You 
should use your own independent judgement to 
make final decisions.
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Action: Use the following information to help decide where 
an organisation called  ‘Changing Boards Direct’ should have 
their office base:

A. Stay where they are
B. Move to new office space
C. All to start working from home

Changing Boards Direct has used the same office since it 
was set up 4 years ago. This is situated on the local high 
street.

Changing Boards Direct welcomes members of the wider  
community to get involved in the work they do

The current office costs £480.00 a month to rent

They have no experience of moving offices or working from 
home

There are 8 members of staff

7 members of staff travel to work by either bus, car, taxi or 
metro train. 1 member of staff walks to work

The longest journey to work for staff is 30 minutes

The new office will cost £360.00 a month to rent

The new office in based on an industrial estate

There are no transport links or parking

Session 5 – Tough choices

What is your decision and why? Is there anything else that would have 
been helpful to know? What further actions need to be taken?

Use the Decision making tables on Page 25 & 26 to help.



Session 5 – Tough Choices 
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Decision Making Scoring System

Where should the organisation be based?

Criteria – what 
needs to be 
taken into 
consideration

Option A

Stay put

Option B

Move Office 

Option C

Home working

Money

Staff 

Experience

Timescale

Fit with 
organisation

Scoring system: 1-5
1 - Poor
2 - OK
3 - Good
4 - Great
5 - Excellent



Session 5 – Tough Choices 

Decision making – Action plan

26

Task Who will complete Deadline Mark when 
complete

Example: Speak to staff 
and include in decision 
making and planning 

Board member 
name?

4 weeks from this 
board meeting date



Session 5 – Tough Choices

More decision making activities:

Q1. How long should a Director or Trustee be on the 

Board in your organisation? Should it be for a set length 

of time or not?

Q2. There have been some cuts to your funding. The 

organisation needs to make 2 members of staff 

redundant as a result.

• How does the Board go about making this kind of 

decision?

• Who needs to be involved with this?

• What information do you need? 

Please note there are no right or wrong answers, this is 
just for practice!

Action:
• Are you confident in the decision making 

processes your organisation uses? For example, 
raise hands, secret ballot, minimum number required 
for a decision to be taken etc.

• What will help you in your decision making on 
the Board?
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Managing Conflict:

Conflict is a clash between individuals, groups, or 
organisations. For example, Political Parties are often in 
conflict.

It can be because of a difference in:
• Thought processes
• Attitudes and beliefs
• Understanding
• Interests
• Requirements or needs 
• How we view things.

How to deal with conflict:
https://bit.ly/3lGEHSN

How to resolve Conflict – 5 options
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Session 5 – Tough Choices 

Avoid
Do not 
get 
involved

Accommodate
go with the 
other persons 
idea

Compromise 
half way to 
getting your 
way 

Collaborate
Work together

Compete
Push forward 
with your view

https://bit.ly/3lGEHSN


How we respond to conflict:
This links with the different communication styles (assertive, 
aggressive, passive and passive aggressive) we looked at 
earlier in the workbook on pages 6 and 7.

1. Avoid: When a person avoids the conflict, hopes it will 
solve itself or go away.

2. Accommodate: when a person or people go with what 
the other person or people want to do rather than sticking to 
their own wants and wishes.

3. Compromise: involves finding a good solution that will 
partly, but not fully, make everyone happy.

4. Collaborate: when you work together to find a solution 
that everyone is happy with.

5. Compete: when the person tries to get what they want 
and does not think about the others involved.

29
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Session 5 – Tough Choices 

Things that can help us avoid or work through 
conflict?

Listening, taking time to find out what the other points 
of view are.

Communication, expressing your own needs and views 
clearly to the others involved.

Positive mindset, thinking about conflict as an 
opportunity to do things differently, develop new ways or 
ideas.

Attention to detail, focusing on the specific issue, not 
generalising or being distracted by other matters.

Respect, sometimes it is not what we say, but the way 
we say it.

Action: 

• Someone on the Board asks for their coffee to be made 
by someone else every time you come together.  They 
never offer to do this for anyone in return. 

• This time they ask you! 

• Think about how you would you respond? 

• How can you avoid conflict in this situation?
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Session 5 – Tough Choices

Risk – is when you cannot be sure that the outcome of 
your actions will be positive.  

There is the possibility of something going wrong which 
would not be good for individuals, the organisation, 
finances etc.  

For example: Going into partnership with another 
organisation could be seen as a risky situation.

Risk management is about what we do to identify, 
assess and control risk. 

We do this to keep the organisation safe. The Board is 
likely to be involved with this.

For example: If thinking of going into partnership with 
another organisation the Board may look into their values, 
reputation, finances etc. 

Risk Assessment: Working out how big of a risk 
something is can help with the decisions that need to be 
made.  Most organisations will have risk assessments that 
can be used for this purpose.

The table on page 33 gives an example of some of the 
things you might think about in a risk assessment if the 
organisation was going to go into partnership with 
another organisation. 
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Session 5 – Tough Choices

Risk Assessment: Going into partnership with another 
organisation

What is the risk?
(Hazard)

What can be done to 
reduce the risk? 
(Control Measures)

Risk Rating?                
(Low, Medium or 
High)

Financial loss Budget planning
Use of reserves
Apply for more funding

Medium
Medium
Medium

Reputation of the 
organisation damaged

Research
Marketing Campaign

Low
Low

Staffing changes/loss of 
jobs

Identify new opportunities
Develop new contracts
Prepare redundancy info

Low
Medium

Changes in the type of 
work delivered

Business planning
Training planned

Low
Low

32

Overall risk rating: Low/Medium
The organisation can continue to think about what 
more could be done to reduce this risk further

Action:
• Find out how your organisation deals with risk?

• Do they use risk assessments to help with this?



What questions do you have?
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Head – one thing I have learned from 
session 5

Bin – one thing I did not like about session 5

Carrier bag – one thing I will take away 
from session 5

Heart – one thing I felt about session 5
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Session 6  - Ready, Steady, Go! 

Planning

Film: Personal planning skills you can use as a Director or 
Trustee https://bit.ly/38Vyw9M

As a Board you will be involved mainly with the plans about 
the BIG things in the organisation.  Sometimes this is called 
the Strategic Plan. 

This is about the long-term goals of the organisation. It 
helps everyone to focus and is a guide for decision making. 

Examples of BIG things an organisation might plan for: 

• Expanding the organisations services to a wider group of 
people

• Expanding where the organisation delivers its services, 
from local to regional areas

Here are some ideas to help you with your planning.  

1. Gather everyone’s thoughts and ideas:

The 4+1 Model uses a set of questions and process to 
make sure everyone gets a chance to share their views and 
voice any concerns. 

People split into pairs and are given time to think and talk 
about their answers to 4 questions.

The pairs come back together to form a bigger group and 
feedback their answers. 

The bigger group talk together about what should be done 
next and make an action plan.

You can see the questions in the 4+1 model on the next 
page.

35

https://bit.ly/38Vyw9M


 

1. What have we tried? 2. What have we learned? 

3. What are we pleased about? 4. What are we concerned 
about? 

+1. So what do we need to do? 

36

The 4+1 model

Source: NDTi



2. Action plan:

Setting out your action plan using ‘SMART’ goals is 

helpful. The goals must be:

Specific – Be really clear about what needs to happen and 

why.  

Measurable – Think about ‘how’ you will reach the goal. 

What you can use to show the progress being made. There 

should be clear outcomes from the action taken. 

Achievable – The goal needs to be possible. Think 

about if you have the resources you need.

Realistic – The goal needs to fit with what you are working 

towards longer term and your organisations values.

Timely – A date when the goal should have been 

achieved, something to aim for.
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Session 6 – Ready, Steady, Go!

Remember, long-term goals (12months +) can be broken down into 
smaller steps or short-term goals (1 week, 1month, 6 months etc.). 
The template on the next page can be used for this.



To help you to work 

towards long term goals, 

it helps to make short 

term goals.

Use short term goals as 

stepping stones towards 

reaching your bigger 

long term goal.



An important part in the success of any plan is really 
understanding why you taking the action you have decided 
on.

It is helpful if everyone can see clearly the part they play in the 
plan. This will make it more likely that the goals in the plan  
will be achieved.

3. Monitoring: 
Use Board meetings and minutes to keep track of how you are 
doing with the actions needed in your plan.  

‘Red, Amber, Green’ (RAG) ratings can be helpful with this.

• Red – Not started, urgent action required
• Amber – Being worked on but still needs to be monitored 
• Green – Completed or on track

Action:
Think about what would happen if your organisation was 
looking to change its Logo. How as a Board would you plan for 
this?

Session 6 – Ready, Steady, Go! 
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Session 6 – Ready, Steady, Go! 

Evaluation
It is important to understand how your organisation is 
doing. What is working well and where there are 
difficulties.  

This helps organisations to
• do more of the things that are working well 
• work to improve the things that are not
• identify new things they should start to do 

Organisations find this out through a range of Evaluation 
Tools. Here are some examples:

1. Questionnaires, Feedback Forms or Surveys –
These can be online or paper copies used with members, 
funders, staff etc. They can be large or small,  cover a 
range of topics or be focused on just one part of the 
organisation or project

2. Compliments & Complaints or Comments box –
Reviewing this often gives a good understanding of how 
people have experienced the organisation.

3. External Evaluations – by other professionals, for 
example CQC evaluate the standard of care and support in 
Registered Support Services.  Organisations can also ask 
someone outside the organisation to be a ‘critical friend’.

4. Quality Awards – there are a number of quality awards 
that an organisation can use to evaluate their practices.  
For example, Disability Confident employer. Quality awards 
can be evaluated by the organisation itself or by people 
outside of this.

5. Observation or Direct Contact – Board members 
seeing for themselves the work of the organisation. Having 
contact with staff, members, partners etc. from time to 
time is valuable.

40



Session 6 – Ready, Steady, Go!

Group work:

• How do you know as a Director or Trustee know what is 
and is not working in your organisation?

• What evaluation tools do you use?
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Session 6 – Ready, Steady, Go!  

Personal Qualities

So far in this workbook we have focused on a number of 
Team Working skills that are important in your role as a 
Director or Trustee.  

However, the personal qualities you bring are also 
important. Things like:

• Enthusiasm, passion, motivation

• Respect, patience 

• Reliability, commitment

• Friendliness, kind, thoughtful

• Resilience – the ability to overcome difficulties

• Positive approach, supportive

Action:

What personal qualities do you bring to your Board?

What qualities do you see in others on your Board?
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Session 6 – Ready, Steady, Go!

Team Working Skills – self assessment

43

Your skills

Communication

Listening

Speaking up

Decision making

Managing conflict

Understanding risk

Planning and 
setting goals

Evaluation

Own qualities & 
those of others



What questions do you have?
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Head – one thing I learned from session 6 

Bin – one thing I did not like about session 6

Carrier bag – one thing I will take away 
from session 6

Heart – one thing I felt from session 6
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Notes 
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