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1. One page Summary – use it in your newsletters, emails etc
Successful teams aren’t simply the result of putting the right people together. Successful teams
take the time to stop and ask themselves what they could change and do better - and they deliver
better outcomes for patients. But most teams in the NHS - at all levels - do not take the time to
stop and reflect. It’s seen as a luxury. We’re saying it’s not a luxury. It’s an essential, basic
requirement of high-functioning teams – especially when members come from very different
professional backgrounds.
We’ll be using a new King’s Fund and Future-Focused Finance toolkit, Crossing Professional
Boundaries, to encourage finance and clinical staff to think about the way they work together as a
team. NHS organisations have already piloted the toolkit and both clinical and finance teams have
been very positive about the opportunity to stop and reflect, and to learn as a team:
‘Apart from everything else, I think it’s a very good way of trying to get clinical staff and
finance staff working closer together. We have found that to be incredibly positive, so many
things have moved forward because of that partnership, which I think wasn’t the case
before.’

‘The biggest improvement so far is probably the morale. I think it was good having everyone
in the room and it’s just that thing isn’t it, wanting to hear people’s views and feedback and
reflections.’
‘It was a great day, this is just a start, and this is an initiative which I think is really good. Any
organisation where one department doesn’t know what another department does will have
problems. Any organisation where you feel that everybody is important, and it’s a massive
team effort will thrive, and will end up delivering better outcomes for patients.’
‘Before we had the toolkit, we didn’t really take the time to think about how we work
together. We are now engaging with clinicians another layer beyond those we used to – at
specialty level rather than just divisional level.’
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2. Sample e-invite
Subject: You’re invited to a Future-Focused Finance Workshop on XXXX
You are invited to a Future-Focused Finance workshop on [INSERT DATE AND TIME - think about booking both sessions at the same time].
We want to strengthen the way finance and clinical staff work together in [INSERT NAME OF YOUR ORGANISATION]. Patient care can’t be
improved if finance and clinical staff don’t share a common language or understand the role each other plays in improving both quality and
efficiency.
Our aim in this workshop is to explore how well staff from very different professional groups work together and identify ways to improve
teamwork. You already have experience of working alongside a colleague with a different professional background (finance or clinical) and
we are asking you to share your experience to date. Come and find out what your colleagues think too, and help us decide what we need to
do next to strengthen relationships across team boundaries. We have invited (INSERT NAMES] to help us run this process and they bring
their experience of improving joint working in (INSERT ORGANISATION].
We won’t be talking about budgets, patient costings. We will be talking about what’s needed to make sure that finance and clinical teams
understand how to work together to improve patient care.
Please do join us – RSVP to [INSERT NAME].

We’re asking you to do two things now:
1. Please take 5 minutes to do the self-assessment quiz [ADD LINK]. The responses will be used to shape the discussion on the day.
2. Invite a colleague who isn’t in a management position. We’re asking you to bring a buddy so that a range of staff, not just senior staff,
are part of these discussions. Please let us know who you would like to bring.
We look forward to seeing you in the workshop.

Kind regards
Clinical leader and Finance leader
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3. Self-assessment quiz

The answers to this short quiz are designed to give you a
baseline assessment of how well clinical and finance staff work
together. Ask staff that already need to work together to get a
job done for their views (note, in some cases they may not be
formally called ‘a team’.)
The questions have been selected to highlight the research,
across disciplines, that suggests which factors need to be in
place for successful joint working between different
professional groups.
Use the results to prompt discussion in the team sessions.
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Find out if you’re paying enough attention to all of the seven factors
that help create great teams
6
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Thank you for taking the time to think about the way clinical and finance staff work
together in your organisation.
This is not a test. It is a tool to help identify ways to improve joint working between
finance and clinical teams. We’re asking you to be honest, curious and challenging.
Joint working isn’t easy, and this tool helps us identify the elements that we need in
order to work effectively across professional boundaries.
The results of these questionnaires will be used as part of the discussions in the
workshops.
This tool has been jointly produced by The King’s Fund and Future-Focused Finance.
Future-Focused Finance aims to engage NHS finance staff, clinicians and patients to
address the challenges set out in the Five Year Forward view. We want to transform
the culture, perceptions and skillset of NHS finance, making it fit for purpose in a 21st
century NHS.
How long will it take to complete?
It will take about five minutes to complete.
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Self-assessment quiz
Please answer with respect to the team or area of your work where you have to work with finance staff (if
you’re a clinician) or clinical staff (if you’re a finance professional) in order to get the job done – even if it isn’t
formally called a team.
Agree
strongly

Agree

Don’t
know

Disagree

Disagree
strongly

Shared sense of purpose
1

It feels like we all have the same overarching goals in this team

Clear role and mutual support
2

I'm very clear about my role in the team

3

There’s a high level of trust between finance and clinical staff in
this team

Time together as a team
4

We hold team meetings regularly with staff from clinical and
finance teams

5

We spend time trying to understand each other’s work

6

There is a real sense of mutual support amongst members of
the team

7

We don’t really know each other in this team

Stability
8

There is a strong sense of stability and continuity in the team

8

Agree
strongly

Agree

Don’t
know

Disagree

Disagree
strongly

Able to deal with conflict
9

Members of the team are afraid to share different or opposing
views

10

Conflict is dealt with constructively in this team

Time to reflect as a team
11

We discuss the challenges of getting clinical and non-clinical
staff to work together effectively

12

We regularly discuss whether the team is working together
effectively

Organisational support
13

Staff understand that quality and finance are not competing
priorities

14

Finance and clinical staff take joint responsibility for allocating
resources and deciding priorities in this organisation

15

Clinicians in this organisation feel that finance and managers’
main aim is to balance the books

16

The patient voice is heard in every part of the service in this
organisation

17

Senior clinicians in this organisation know how much
procedures, equipment and staff cost in their service area

18

Senior staff model effective cooperation across professional
boundaries

9

What do you think needs to happen to improve joint working between clinical and
finance teams in this organisation?

What three things would encourage you to work more closely with staff in
finance/clinical teams?

What haven’t we asked you that’s important when we’re thinking about how to
strengthen collaboration between finance and clinical staff?
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4. Sample objectives and agendas for the team sessions

For team session one:
•

To involve all members of the group in reflecting on the way we work across
professional boundaries

•

To identify three ways we can improve inter-team collaboration

•

To identify and share examples of what we’ve done well already to strengthen
joint-working across professional boundaries.

For team session two:
•

To give all members of the group an opportunity to ask questions, challenge and
reflect on the peer reviewers’ observations and conclusions about how effectively
teams are working across professional boundaries

•

To agree an action plan to enable improvements to be made

•

To identify resources/support that we can request to help foster inter-team work.
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Team sessions: sample annotated agenda for session one (3 hours)
What is team reflexivity?

Set the context. Teams that take the time to review how they work and what
they achieve are more productive, more innovative, and have more motivated
members than those that don’t. Joint working between finance and clinical
teams is essential, but across the NHS staff continue to struggle to work
across professional boundaries. Patients need us to do better.

Introductions and ground rules

Explain how people were selected. Explain Future-Focused Finance. Explain
why external peers have been invited to support the process.

Objectives for this session

Introduce the objectives. Ask people to pair up with a neighbour and ask for
feedback on the objectives. Are they clear? Are they the right ones? How
hard are they to achieve in this session?

How good are we at working
collaboratively?

Share the results of the self-assessment questionnaires. Depending on the
size of the group, consider splitting into smaller groups. You could have one
group with finance staff and the other with clinical staff or split the group by
project/service team. The finance peer reviewer could lead a discussion with
the finance staff, and the clinical peer reviewer could lead a discussion with
the clinical staff. Use the cards to prompt reflection and discussion.

Collect good practice examples

Use the ‘what’s worked for your teams?’ form to prompt ideas and
discussion.

Break

The peer reviewers discuss the emerging themes with the clinical/finance
champions.

What needs to change to create dream
teams?

The peer reviewers bring everyone together to reflect on the discussion so far
and identify ways to improve joint working. Structure the discussion around
the seven themes.

Wrap up, agree next steps for teams
and the Board and thank people

Explain that as peer reviewers, you have committed to supporting the team
make changes. You will return to present your findings and reflections and
help the team agree an action plan.

Team sessions: sample annotated agenda for session two (1.5 hours)
Reflections and review

The peer reviewers share their observations, reflect on both the results of
the questionnaires and the discussion. Opportunity for the group to ask
questions, challenge and reflect.

Introductions and ground rules

Remember this may be only the second time some people have met.

Objectives for this session

Check people agree with the objectives.

How good are you at working
collaboratively?

The peer reviewers share their views about how good the teams are at
collaborating. This is based on the observations from the last team session
and the self-assessment results. Give staff an opportunity to challenge and
discuss these results.
Agree whether any of the final scores need amending.

Break
What needs to happen to create
dream teams?

Review the suggestions for improvement from the last session themed
around the seven key areas. Are they still the right ones and are there
priority areas? Decide what needs to happen for these improvements to be
made.

Wrap up, agree next steps for teams
and thank people

Check everyone is clear what is going to happen next and by when. Explain
ongoing support is available to the teams for the clinical and finance
champions by the peer reviewers and for all staff via the Future-Focused
Finance network.
13

5. Suggested roles*
Peer Reviewers

•
•
•
•
•
•
•
•

Finance/clinical
champions

•
•
•
•
•
•

Team member

•

•
•
•

Encourage participation and constructive discussion
Reflect and clarify Issues and actions raised
Stop unconstructive discussion or negativity
Provide positive and constructive challenge
Stick to the agenda and timeframe (don’t let people wander off on irrelevant tangents)
Collect the examples of good practice – even if they might seem obvious to you. The peer
reviewers are responsible for sharing this information with the wider Future-Focused Finance
network.
Write a summary for the team, incorporating both the findings from the questionnaires and
the discussion from the session.
Provide ongoing coaching support for the clinical and finance champions.
Drive the sessions, so that discussion is tailored to your situation.
Manage the overall peer review process – arranging the venue, inviting the participants,
hosting the peer reviewers and securing internal agreements
Work with the peer reviewers to draft the feedback from the questionnaires
Encourage participation (“Who hasn’t said anything yet?” “What are your views?”)
Timekeeping
Record issues and actions and collect good practice examples.
Participate. Do your best to participate and engage in discussions – raise issues and potential
actions
Be constructive. Explain issues, consequences or potential consequences, and actions in a
constructive non-personal and nonthreatening manner
Be open and honest in your opinions
Be receptive. Listen to what others have to say. If you agree, say so and explain why. If you
disagree, say so and explain why.

*adapted from Team Self-Review, Royal Cornwall Hospitals NHS Trust 2008
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Sample job description for the role of peer reviewer
Peer review or assessment is used widely in both clinical and finance teams to assess whether standards
are being met or quality ensured. This role is different – you are reviewing relationships, levels of trust,
mutual respect and a shared understanding. Some indicators such as the amount of time spent together, or
the number of objectives agreed can be ticked off a prescribed list. But most of the key issues that
determine how well clinical and finance staff work together are much harder to pin down. Your role is to
help the teams explore for themselves how well they’re doing.
Remember, you’re there to:
• ‘ask’ rather than ‘tell’
• be a ‘coach’ for the team
• be enthusiastic about the potential of great collaborations across team boundaries
• offer your experience – good and bad - of working collaboratively
• keep them focused on the bigger picture
• be detached – you can keep the emotions out of discussions
• make sure they identify all the good things they do – other people want to hear about them.
Your support continues once the session is over:
• reflect with the finance and clinical leaders about the process. What could be improved, what
did you learn?
• offer to be the ‘coach’ for the next 12 months. You’re not there to monitor them, but to act as a
supportive sounding partner – talking through how to make changes, what the team could do
next, and what’s getting in the way. This doesn’t take much time – a conversation every quarter –
but it will help a team to actually make the changes they’ve identified.
(Minimum) time commitment required:
• Team session one: one day (preparation and workshop)
• Team session two: half day ( 1.5 hours plus 1 hour reflection and review with the champions)
• Progress review and action planning with clinical/finance champions: one hour every quarter.
15

6. Sample ground-rules

Everyone takes responsibility for:
•

Keeping us on track if we get off track

•

Facilitating group input not just pushing their own position

•

Raising questions to make sure we all have a shared understanding of
issues being discussed

•

Using good listening skills.

16

7. Suggestions on how to ask good questions to generate discussion
‘Good questions are those which get people thinking and talking. Most people have heard of
open versus closed questioning, and whilst this distinction is useful, it is only part of the story.
Good questions go further – they lead people to reflect about themselves; they get people
verbalising their thoughts and feelings; and they encourage learning.’ (Team Self-Review, Royal
Cornwall Hospitals NHS Trust 2008).
Here are a few suggestions, but take a look at the section on asking good questions in the Team
Self Review for a more detailed discussion.
Open questions – get people talking.

What do you think happened?
Why did this happen?
How can we create more of that?

You can ask more powerful open
questions by inverting them, eg by asking
the opposite question.

When else could you have asked for help?
Who else might have been able to help you?
What else didn’t we do when that happened?

Use requests to get people talking.

Describe for me how other people helped you out…
Tell me how you felt…
Please could you explain that further…

Use probes to get people thinking. It’s
almost impossible for somebody to give
you a closed answer to this type of
question.

What else could you have done?
What would have happened if...?
What training, knowledge or information would have helped you here?

17

8. Slides outlining the seven factors needed for collaborative teamwork

Drawing on the research evidence to date, we’ve identified seven factors
that are all known to improve team effectiveness and as a result, are key to
the delivery of high quality, compassionate and efficient care.
They can’t be ignored if you want strong teamwork across professional
boundaries.
Use the slides to introduce the seven factors and explain why they are the
focus of your discussions.

18
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9. Suggested card prompt exercises to prompt discussion*

Card exercise or prompts can encourage discussion about how you work as a team. We
suggest you use one exercise only – choose the one you think will work the best.
You will need to print and cut out the seven cards. Each of the cards relates to one of the
factors used in the self-assessment questionnaire and together they cover the key factors
necessary for clinical and finance staff to work together as a team.

*adapted from Team Self-Review, Royal Cornwall Hospitals NHS Trust 2008
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Card Exercise 1: Positive, negative and neutral

Give each group a set of seven cards. Each card has one of the seven themes outlined in
the self-assessment questionnaire.
•
•

Ask the group to lay all the cards out.
Ask the team to sort the cards into three piles, working together to agree a rationale.

1.
2.
3.
•
•
•
•

Pile one: the positives – these cards reflect the factors that the group (or the
majority of the group) believes the team does well or is strong in.
Pile two – the negatives – these cards reflect the factors that the team feel are
weak and gave rise to problems or issues.
Pile three – the neutrals – these cards reflect the factors that the group feel are
not relevant to their teamworking.

The positive and negative piles should have at least one card in each.
Make a note of issues that arise during the discussion.
Review the negative card pile and use this as a base for generating actions.
Review the positive card pile and identify how positive lessons can be reinforced or
maintained – and shared with other teams.

28

Card Exercise 2: Pick a card

Give each group a set of seven cards. Each card has one of the seven themes
outlined in the self-assessment questionnaire.

•

Begin by asking each team member to pick a card which they believe captures
an important issue that they want to discuss.

•

Ask each person to describe the reason they chose that card and where possible
use a specific example.

•

Ask the other team members to share their views and reflect on the issues.

•

Record the issues and any actions identified.
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Print and cut out the seven cards. Stick the questions on the back of each card.

We’re all on the same path and share
the same end goal

We’re clear about our roles in the
team and support each other
Photo by TheBusyBrain - https://www.flickr.com/photos/26176646@N04
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Is everybody clear on our team objectives?

How easy is it to ask each other for help?

How much agreement is there about the team’s
overarching goals?

Have there been times when we didn’t share
important information with each other?

Are we all equally committed to working together
to achieving our goals?

Does everybody feel comfortable that their
professional capabilities and skills are recognised
and properly put to use in the team?

How easily can our goals be achieved?
What more could we do to build trust between
each other?
Does everyone have a very clear role in the team?

Print and cut out the seven cards. Stick the questions on the back of each card.

We spend time together as team

Photo by alexkerhead - Chttps://www.flickr.com/photos/26354629@N02

Our team feels very stable
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Do we spend sufficient time together?

Is staff turnover high in this team?

Would we be more effective if we spent more
time getting to know each other?

How stable do we feel as a team?

Have we spent enough time as a team to
understand each other’s work?

Does this team feel like it has a strong sense of
continuity?

Print and cut out the seven cards. Stick the questions on the back of each card.

We deal with conflict quickly and
We let
spend
time together as team
don’t
it linger

We take the time as a team to reflect
on how we work
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How skilled are we as a team at handling conflict?

Do team members make suggestions for how to
improve the way the team works?

Does one professional group always seem to
“win”?

Are members of this team reluctant to share
different or opposing views?
Do we always manage to reach agreement as a
team?

Could we do more to stop conflict festering?

How good are we at supporting each other in the
team when times are difficult?
Could we do more to review the way we make
decisions and communicate with each other?
Have we made sufficient time to act on feedback?

Print and cut out the seven cards. Stick the questions on the back of each card.

Our organisation supports
collaboration across professional
boundaries

Photo by B Tal - https://www.flickr.com/photos/68634595@N00

How well does this organisation show that team,
rather than individual, effort is valued?
Do we have up-to-date (financial and clinical)
information to make decisions?
How well do we as a team hear patients’ views?
How well do senior teams model effective
cooperation across professional boundaries?

In this organisation, does the need to make
efficiency savings take priority over the need to
make quality improvements?

10. What to do when things don’t quite go to plan
Disagreements and differences of opinion can be a source of creativity and quality but
high levels of any type of conflict damage team functioning.
•

Make sure you’re prepared for the possible scenario of people leaving the session
feeling distressed, angry or upset. Identify in advance of your session a qualified
professional (for example an occupational psychologist or team coach) who you can
call on for support and advice.

•

In a diverse team, conflict often arises because of a lack of mutual understanding or
appreciation of roles. Team members can get labeled as difficult when we do not
understand their role or how they contribute to the team’s success. Role clarification
and negotiation exercises can also help a team explore sources of conflict in this
team.

•

Useful resources include:
• Find a psychologist at www.bps.org.uk/psychology-public/findpsychologist/find-psychologist
• www.astonod.com - find summaries of the key research findings on teamwork
performance and health outcomes. Their research-based tools are used to
improve team work across healthcare organisations.
• www.mindtools.com - put conflict in the search box and you’ll get practical
advice as well as the theory behind conflict resolution.
• NHS Institute facilitation guide.
http://www.institute.nhs.uk/images/documents/No_Delays/2010%20Facilit
ator%20Toolkit%20WEB.pdf
• Team Self Review.
http://www.nrls.npsa.nhs.uk/resources/?entryid45=92755&p=7
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11. Template to record next steps, actions and reflections during the team session

Factor

Issues

Actions

Priority

1 Shared sense of purpose
2 Clear roles (individual and mutually
supportive)
3 Enough time together as a team
4 Continuity and stability

5 Able to deal with conflict well
6 Time to reflect as a team
7 Organisational support in place
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12. Form for collecting good practice
What’s worked for your teams?
Peer reviewers to send the completed form to Future-Focused Finance at futurefocusedfinance@nhs.net
Name of organisation:
__________________________________________
Name of key clinical/finance leads: _________________________________________
Name of peer reviewer:
__________________________________________ Date: __________
What’s made the biggest difference to the way finance
and clinical teams perceive each other?

What tip would you give others on how increase
clinicians’ understanding of costs?

Who or what has encouraged closer working across
professional boundaries?

What’s the best thing you’ve done to increase
finance staff’s understanding of clinical work?
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13. Team session two: tips on how to make sure change happens in your teams

•
•
•
•
•
•
•
•
•
•
•

Set yourselves four or five clear and challenging objectives.
Make sure you all agree who is responsible for achieving these objectives.
Get together after four weeks to review actions and then take time out to reflect as a
team every six months.
Use your peer reviewers to help keep you on track, and identify ways to get past blocks
and barriers.
Use the Future-Focused Finance network – post your questions/ideas and request
support from the network of pilot sites, valuemakers and the clinical and finance
educators.
Keep on checking that you’re talking a common language.
Take time to listen to what patients say is important to them. There’s a clinical and a
financial aspect to most issues (whether it’s car parking fees or the quality of meals) –
share the decisions that need to be made.
You need ongoing senior support. Don’t forget to allocate responsibility for updating
managers and the Board on your progress and plans.
Consider work shadowing or paired learning for all members.
Set up some joint training on finance.
Get to know each other socially – the evidence suggests that getting to know each other
personally as well as professionally is a key factor in improving team performance.
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14. Template for the peer reviewers to record their summary findings
• The peer reviewers make an assessment on how effective collaboration is between finance and clinical
teams.
• This assessment is based on the results of the self-assessment questionnaire as well as the discussion
during the first team session.
• The peer reviewers’ summary views are shared with staff and discussed during the second team session.
• Staff are encouraged to challenge and ask questions.
• This form is retained by the host teams and it is up to them whether or not to share it more widely.
Factor

1

Shared sense of purpose

Collated
score from
selfassessment
/5

• We are all clear about and committed to our
team’s objectives
2

Clear roles (individual and mutually supportive)

/10

• We all understand our own role and how this fits
with others within the team and with those
working in other relevant teams.
• We are all involved in decision making about the
work of the team and how it is carried out.
3

Enough time together as a team
• We meet regularly and there is effective
communication between all team members

/20

Key themes from team session

Template for the peer reviewers to record their summary findings continued
Factor

4

Continuity and stability

Collated
score from
selfassessment
/5

• There is a strong sense that we’ll work together
- joint working isn’t a ‘project’.

5

Able to deal with conflict well

/10

• We have regular constructive debate about
how best to do our work
6

Time to reflect as a team

/10

• We regularly take time out to discuss how we
work together and how to improve our
outcomes
7

Support from our organisation
• We work well with other teams within the
organisation and within partner organisations

Name of peer reviewers:

Number of finance staff who participated:
Number of clinical staff who participated:
Date:

/30

Key themes from team session

15. Don’t forget to reflect on this process as a leader
Once you’ve had your review session take the time to reflect on the process with your lead colleague:

•

Make a list of all the things which went well. These are things that you can fall back on in future sessions
if you run into difficulties. Try to work out why they went well.

•

Think about what didn’t go so well. Try to work out why these problems occurred. Was it because:
• People didn’t know what you were trying to do?
• You phrased your questions badly?
• You didn’t communicate well?
• People were uncommunicative, or shy?
• People were distracted? There was resentment about what you were trying to do?
• Were there political or inter-personal issues in play?
• You lost control of the session?
• You ran out of time?

•

How will do do things differently next time?

•

Who can you get advice from?

•

Who can you discuss and share your experiences with?

* Adapted from Team Self-Review, Royal Cornwall Hospitals NHS Trust 2008
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