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1. [bookmark: _Toc140508102]
Executive summary
This report is the annual report from the Guardian Service Limited (GSL) prepared for Kent and Medway NHS and Social Care Partnership Trust  (KMPT). As the GSL did not start working in partnership with KMPT until June 2022, the report does not cover a full financial year.
· 81 concerns were raised, the three main themes were System and Process (27 concerns), Management (15 concerns) and Worker Safety (13 concerns).
· Administrative and Clinical were the highest staff group raising concerns followed by Nursing and Midwifery 
· 33.33% of staff raising concerns wanted to keep it confidential. This means that out of the 81 concerns raised, 27 staff found they were able to resolve their concern by talking things through with the Guardian.  These concerns were not escalated and remained informal.
· There were no reported incidents of staff members feeling they had suffered a detriment because of speaking up. 
· Regular monthly meetings are held with the Chief People Officer. The Guardian service submit a monthly report in preparation for these meetings and themes can then be discussed, and areas of concern highlighted.
· [bookmark: _Hlk82005058]The Trust have recognised that there could be areas for development when concerns are raised and are keen to learn from outcomes where improvements have been made. 
Recommendations 
· Full recommendations are in the body of this report.
· There are recommendations carried forward from the six-month report with responses from the Trust of actions implemented.

2. [bookmark: _Toc140508103]Purpose of the paper
The purpose of this paper is to give insight to the progress and development of the service and a summary of themes arising from the cases received by the FTSU Guardians.  
This report provides an overview from 6th June 2022 to 31 March 2023. The report follows the guidance from the National Guardian Office (NGO) on the content FTSU Guardians should include when reporting to their Board which include: Assessment of cases, Action taken to improve speaking-up culture, Recommendations.

3. [bookmark: _Toc140508104]Background to Freedom to Speak Up

Following the Francis Inquiry[footnoteRef:1] 2013 and 2015, the NHS launched ‘Freedom to Speak Up’ (FTSU). The aim of this initiative was to foster an open and responsive environment and culture throughout the NHS enabling staff to feel confident to speak up when things go or may go wrong; a key element to ensure a safe and effective working environment. [1:  https://www.gov.uk/government/publications/report-of-the-mid-staffordshire-nhs-foundation-trust-public-inquiry] 

4. [bookmark: _Toc140508105]The Guardian Service 

The Guardian Service Limited (GSL) is an independent and confidential staff liaison service. It was established in 2013 by the National NHS Patient Champion in response to The Francis Report. The Guardian Service provides staff with an independent, confidential 24/7 service to raise concerns, worries or risks in their workplace. It covers patient care and safety, whistleblowing, bullying, harassment, and work grievances. We work closely with the National Guardian Office (NGO) and attend the FTSU workshops, regional network meetings and FTSU conferences. The Guardian Service is advertised throughout the Trust as an independent organisation. This encourages staff to speak up freely and without fear of reprisal. Freedom to Speak Up is part of the well led agenda of the CQC inspection regime. The Guardian Service supports the Trust’s Board to promote and comply with the NGO national reporting requirements.

The Guardian Service Ltd (GSL) was implemented in KMPT on 6th June 2022.                 . 

Communication and marketing have been achieved by meeting with senior staff members, joining team meetings, site visits, the Intranet and the distribution of flyers and posters across the organisation. All new staff will become aware of the Guardian Service when undertaking the organisational induction programme.  
5. [bookmark: _Toc140508106]Access and Independence

Being available and responsive to staff are key factors in the operation of the service. Many staff members, when speaking to a Guardian, have emphasised that a deciding factor in their decision to speak up and contacting GSL was that the Guardians are not NHS employees and are external to the Trust.

6. [bookmark: _Toc140508107]Categorisation of Calls and Agreed Escalation Timescale

The following timescales have been agreed and form part of the Service Level Agreement.

	Call Type
	Description
	Agreed Escalation Timescales

	Red
	Includes patient and staff safety, safeguarding, danger to an individual including self-harm.
	Response required within 12 hours

	Amber
	Includes bullying, harassment, and staff safety.
	Response required within 48 hours

	Green
	General grievances e.g. a change in work conditions.
	Response required within 72 hours

	White
	No discernible risk to organisation.
	No organisational response required



Open cases are continually monitored, and regular contact is maintained by the Guardian with members of staff who have raised a concern to establish where ongoing support continues to be required.  This can be via follow up phone calls and/or face to face meetings with staff who are in a situation where they feel they cannot escalate an issue for fear of reprisal.  Guardians will also maintain contact until the situation is resolved or the staff member is satisfied that no further action is required. Where there is a particular complex case, setbacks, or avoidable delays in the progress of cases that have been escalated, these would be raised with the organisational lead for the Guardian Service at regular monthly meetings. 

Escalated cases are cases which are referred to an appropriate manager, at the request of the employee, to ensure that appropriate action can be taken. As not all employees want their manager to know they have contacted the GSL, they either progress the matter themselves or take no further action. There are circumstances where cases are escalated at a later date by the Guardian.  A staff member may take time to consider options and decide a course of action that is right for them.  A Guardian will keep a case open and continue to support staff in such cases.  In a few situations contact with the Guardian is not maintained by the staff member. 
 
7. [bookmark: _Toc140508108]Number of concerns raised 
There have been 81 concerns raised from 6th June 2022 to 31st March 2023
The graph below details the number of cases open and closed on a cumulative basis 
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8. [bookmark: _Toc140508109]Confidentiality 

	Confidentiality
	No. of concerns
	Percentage

	Keep it confidential within Guardian Service remit
	27
	33.33%

	Permission to escalate with names
	35
	43.21%

	Permission to escalate anonymously
	19
	23.46%

	Total
	               81                        100%



It is encouraging to note that 43.21% of staff members raising concerns were willing to escalate with their names. Although keep it confidential had an 11% rise since the first six-month report, this could be that staff members were able to take things forward after speaking with the Guardian. Sometimes a conversation enables staff members to gain clarity to find a resolution themselves.

9. [bookmark: _Toc140508110]Themes
Concerns raised are broken down into the following categories

	Theme
	Total

	A Patient and Service User Safety / Quality
	8

	B Management Issue
	15

	C System Process
	27

	D Bullying and Harassment
	6

	E Discrimination / Inequality
	5

	F Behavioural / Relationship
	6

	G Other - COVID
	1

	H Worker Safety
	13

	Grand Total
	81




10. [bookmark: _Toc140508111]Trends in Cases
As this is the first annual report from The Guardian Service since going live within KMPT, there is no comparable data from previous years. 

11. [bookmark: _Toc140508112]Assessment of Cases
Twenty-seven concerns were raised in the category of System and Process. Themes included staff members feeling that a process had not been followed when they had raised a concern internally and were not given any feedback.  Staff members felt that they had not had any closure and questioned the point of raising a concern. Some staff members felt they had not been informed adequately about the process for redeployment, or temporary reduction in hours. There had been some concerns raised about pay related issues. There were concerns about data giving misleading and inaccurate results. Staff members felt this had adversely affected the provision of the service. Staff members have reported data breaches leading to sensitive information being inappropriately shared.
There where fifteen FTSU cases categorised as Management Issues. Matters raised in this theme relate to staff perceptions of managerial practice, communication, or behaviour. Concerns have included managers breaking confidentiality, incivility, and lack of communication. Staff members felt sometimes they were working with no clear direction. Staff members have conveyed to the Guardian feelings of not being listened too and not valued.
In the category of Worker Safety there were thirteen concerns raised. Themes included pressures on staff due to staff shortages, concerns of violent patients being held too long on a ward. Also staff felt moving to a specific office could be damaging to health. All worker safety concerns raised were addressed and resolutions offered to improve the situations.

12. [bookmark: _Toc140508113]Statistical Graphs
Concerns raised by Directorate
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Concerns raised by Location
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Staff Percentages by Location 
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Concerns raised by Job Group 
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13. [bookmark: _Toc140508114]Why do staff use The Guardian Service?
The Guardian monitors why staff use the service. This data allows us to give feed back to the Trust. Staff contact the Guardian service usually when they feel that they have not been listened to, lack confidence, or are fearful about the potential consequences if they speak up internally. In many cases staff members contact the Guardian Service because they feel psychologically safer speaking up to an independent party.
14. [bookmark: _Toc140508115]Detriment
There were no reported incidents of detriment suffered because of speaking up.
15. [bookmark: _Toc140508116]Action taken to improve the Freedom to Speak Up Culture 
Implementation of the Guardian Service within KMPT has offered a confidential and anonymous route for employees to Speak Up.  This was in response to the staff survey in 2021 where staff shared, they didn’t always feel psychologically safe when raising concerns internally.  Since the implementation of the service the Guardian has been increasing visibility across the trust to raise awareness of how to raise concerns and the importance of speaking up.

Visits and Briefings
The Guardian carries out a mix of Promotional Site Visits, Briefings and Communication Meetings within the trust.  Promotional site visits raise awareness of the service, offer engagement with staff within the workplace and share information on positive speaking up culture.  These also offer insight into the working environment and any challenges that employees may be facing.  Briefings are carried out at both managers and corporate inductions and within team meetings so that staff have an awareness of how to raise concerns and the importance of speaking up.  Communication meetings are held with key people within the trust to ensure collaborative working and sharing of themes. This includes but is not limited to the Executive Lead, CEO and NED for FTSU.  




During this period the following visits and briefings have taken place: 
	Promo
	37

	Comms
	21

	Briefing
	57

	Total
	115



Contacts
When handling cases the Guardian may have many contacts with individuals to support resolving any FTSU matters raised.  These may include face to face, telephone, or email contacts.  Where possible the Guardian will always offer a face-to-face meeting.
During this period the following number of contacts were made in relation to the 81 FTSU matters raised with the service: 
	Email
	599

	Telephone
	318

	Face to Face
	61

	Total
	1577



· Monthly meetings with the Chief People Officer to talk through the monthly activity reports which includes themes and outcome of cases. No individual can be identified by the discussion of themes therefore maintaining staff confidentiality where requested.
· Quarterly meetings held with CEO and NED for FTSU to discuss emerging themes and learning points.
· Quarterly one to one meetings are held with HR Business Partners to support understanding of any themes or data regarding each care group.
· The Guardians assists managers in identifying issues within a specific team by offering a one-to-one session with each staff member so that they could confidentially and anonymously raise their concerns. 
· The Guardian Service produces a summary of themes and observations for management so that issues can be targeted and resolved.
· All corporate and managers inductions include a briefing from the Guardian Service. 
· Biannual reports to be presented to the board to share data and themes on Speaking Up.
· The Trust has implemented NHSE Freedom to Speak Up training as mandatory to all staff within the trust.
· The Trust is currently implementing the new national standard Freedom to Speak Up policy within the trust to offer more accessible language on speaking up and the procedures for doing so. 
· A communications plan was implemented with information relating to The Guardian Service displayed on all Trust computer screen savers, intranet, Vlog and posters/flyers distributed across all sites.
· A new role profile for Freedom to Speak Up Champions has been created in line with NGO guidance and a recruitment drive to develop a network of champions to support development of a positive speaking up culture is in place. 

16. [bookmark: _Toc140508117]Learning and Improvements
The Guardian routinely meets every week with other FTSU Guardians from across England, Scotland, and Wales. This contributes to continued learning of how to best address complex concerns and aids the sharing of best practice. It also represents an opportunity for Trusts to compare policy/procedure with other Trusts to help to identify and share best practice.
FTSU Guardians attend the meetings and events organized by the National Guardian Office (NGO).  This, in addition to the NGO Bulletins, enables Guardians to keep up to date with developments in the field which supports the effective handling of concerns.
The Guardian Service has clients across several NHS Trusts and are therefore able to compare and contrast best practice approaches in respect to policy, service implementation and organisational response. 
All FTSU Guardians have a minimum of two sessions per annum with a Psychotherapist and can have additional sessions when/if required. 
All FTSU Guardians are trained Mental Health First Aiders, thereby providing an enhanced service to members of staff contacting the Service. 
All FTSU Guardians are provided with resilience training. 

17. [bookmark: _Toc140508118]Comments & Recommendations
Communication
· Staff feel more supported if they are informed of plans to resolve situations.
· Staff feel valued and heard if they receive feedback.
· This can be improved by wider information sharing and active listening. 
Discrimination and equality 
· Although concerns raised in this theme were low, there is conjecture that there are areas where racist behaviour is being displayed.
· It is a recommendation that there is robust training for all staff and a clear message from the Trust that any form of discrimination and inequality is not acceptable.
· It is recommended there is EDI training with sessions such as unconscious bias for all staff, to help create a better understanding of working in a diverse culture
· Managers should all be provided with Discrimination & Equality training refreshers, so that they are familiar with policy, legislative requirements, and best practice.
· All staff should be encouraged to display inclusive behaviours. 
Management Training 
· Managers should receive training or refresher training in speaking up, listening up and following up. 
· Feeling heard can help to prevent a feeling of futility when speaking up, but managers also need to be reminded of the importance of confidentiality.
· Managers should be working with HR to ensure staff members fully understand and feel supported in the process of matters, such as redeployment and returning to work after long time sick.
· The Guardian Service and the NGO have developed respective toolkits (Freedom to Speak Up: A guide for leaders in the NHS and organisations delivering NHS services toolkit and The Power of Speaking Up) to support executive teams of NHS trusts to examine their practice and foster open cultures and behaviours that are responsive to feedback from workers. 
· [bookmark: _Hlk137737610]The executive lead for (FTSU) will use the guidance available from the toolkits and NGO self-review tool to help the board reflect on its current position and the improvement needed to meet the expectations of NHS Improvement and the National Guardian’s Office.  This is on going and almost completed 
· Please note I have attached the Guardian service tool kits at the end of this paper. 

There were recommendations in the six-month report these are ongoing, and the recommendations carried forward have been actioned. 

Neurodiversity Awareness
· It was a recommendation that considerations be taken to look at how to develop and implement plans to support both individuals and managers, for staff members that could be neurodivergent.
· [bookmark: _Hlk137734837]Since the six-month report there is now a neurodiversity transformation team. They have created a support project, utilising people with lived experience. It is recommended that these projects continue to grow and can reach all staff. 
Investigations and Formal Processes 
· Within the cases for this period there was number of individuals who shared poor experiences whilst undergoing a formal process or investigation.  This feedback related to timeframes being longer than expected; a lack of communication from the Trust during this period and/or the investigation itself not being to an expected standard.  The trust has shared considerations for a team to be in place dedicated to carrying out investigations and it would be a recommendation that this is followed up and implemented to mitigate further negative experiences. This has now been agreed and recruitment is to commence.

18. [bookmark: _Toc140508119]Staff Feedback
‘Thank you for listening to me I now feel I can speak to my line manager and tell them how I feel ‘
‘Speaking with you has given me some clarity to think about my situation and how I resolve it’
‘I feel so supported that you escalated my concern, and I had such a quick response’ 
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Suggested Implementation strategies for 


The Power of Speaking Up - A Reflective Guide 


This is a guide for everyone in the workplace – from the most senior to the most junior. 


It is designed to get people thinking about the dynamics of speaking, listening, and hearing up in the 
organisation. 


The guide can be used by the individual to inform them and to help them think about how they can help 
improve the environment in which they work and support the development of an open culture. When 
used in pairs and in teams the guide will help to structure the conversation and support the development 
of individual and group initiatives to similarly drive for a more open culture. 


Developing an open culture where people feel safe to speak up say what needs to be said and where the 
organisation can listen and hear what needs to be heard is today not only good practice, but it can also 
mean the difference between success and failure, even corporate survival.  


Think about the opportunities in your organisation where this guide can be deployed effectively. 


For individuals  Make it part of individual personal 
development programmes 


 Include it in your schedule of mandatory 
training and learning 


For teams  Include it as an element of all team 
development programmes. 


 Use it an element of your Freedom To 
Speak Up training sessions 


 Include it as an element all leadership 
training 


 Create a tailored session based on the 
guide for groups to complete  


For team leaders  Deploy it in team meetings – each 
reflective exercise can stand alone and 
over a series of team meetings all three 
exercises can be completed  


 Set aside one meeting specifically to 
work through this guide with your team 


For the organisation  Install a copy of the guide on your 
intranet and encourage all staff to 
download it and complete it – i.e., 
publicise it to encourage people 


 Make it a part of induction and/or 
include a copy as part of your induction 
materials 


 


The Guardian Service - September 2021 
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The Power of  
Speaking Up -  
A Reflective Guide 
THE DYNAMICS OF SPEAKING, LISTENING AND HEARING UP
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Why is speaking  
up important?


Introduction References
1


Why don’t people 
speak up?


Why do we  
not hear?


Will you act 
differently now?


  For the individual


This is a guide for everyone in the
workplace – from the most senior
to the most junior.


It is designed to get you thinking about the dynamics 
of speaking, listening and hearing up and planning 
actions for yourself that can improve these processes  
in your organisation.


To effectively complete this reflective journey, you will 
need approximately 30 minutes. Download the guide 
and take your time to read through it. Take some time 
to think about the questions and write your answers 
down. There are 3 sets of 3 questions. In completing 
them they beg answers from you that should lead to 
action on your part. Remember what actions you 
identify and implement them in your workplace.


   For groups and teams


There is great power in teams and
groups when they openly debate and
agree a new or improved way forward.


The guide in sections or overall can be used by teams
and groups to jointly reflect on the speaking, listening
and hearing up culture of the environment they find
themselves in. 


At a team meeting or as an element of a development
programme use the guide to deliver a structured
discussion that leads to agreed actions that will
improve the openness of your organisation’s culture.


How to use this guide


PAIR and SHARE
One way to encourage an open culture  
is to discuss your experiences and insights 
with a colleague. Pair with a colleague and simply 
have a conversation ‘out loud’ about what might be on 
your mind. Use the Guide and complete the reflective 
questions together as you discuss them.
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Why don’t people 
speak up?


Why do we  
not hear?


Will you act 
differently now?


Introduction


The world we live in has always presented 
questions and dilemmas. Our experience 
includes the people around us and the 
impact they have on us. Not everybody  
sees things the same way. Who can we 
speak up to, who should we listen to,  
what should we speak up about?


That is true in all aspects of our life but perhaps it  
has particular importance in the workplace. We offer 
up many reasons for not speaking up in the work place. 
Equally we can often believe that we are listening when 
in  fact we are not hearing. Our biases and perceptions 
of who we should listen to prevent us from hearing 
what we truly need to hear.


We need to be more open, to speak up, listen up  
and hear each other to the benefit of all employees  
and the organisation overall. Simple to say maybe,  
but harder to do. 


This reflective guide is designed to help you 
understand the dynamics of speaking, listening  
and hearing up. 


It is provided by The Guardian Service, the only  
truly independent staff liaison service in the UK. The 
Guardian Service make a substantial contribution to 
creating and maintaining an open culture in its client’s 
organisations, ensuring the voices of staff are heard.


- Malala Yousafzai, Activist


When the whole world is silent, 
even one voice becomes powerful


Introduction


Did you know?
90%+ of formal grievances happen 
because someone did not listen


The UK has one of the highest rates of 
unhappiness in the workplace
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Why don’t people 
speak up?


Why do we  
not hear?


Will you act 
differently now?


An open culture where people feel 
empowered to express opinion, debate 
issues, provide insight and perspective, 
is the starting point for an organisation  
to grow and succeed.


A speak up and listen up culture is about much 
more than competitive advantage. It provides  
the basis for an organisation’s integrity and 
authenticity which, ultimately, define its  
reputation and sustainability. 
 
The importance of getting this right, is best 
illustrated by examples of those who have got it 
wrong. Closed organisational cultures mean people 
do not feel able to speak up, and the consequences 
are severe. For example, at the Mid-Staffordshire 
NHS Trust people died because of a closed culture. 
This resulted in the Francis inquiry which has led to 
the Freedom to Speak Up movement.


It is not possible to quantify the damage to trust 
and reputation in each of these cases. And there  
are many more examples. That’s why it matters to 
ensure that everyone in your organisation can say 
what needs to be said and the organisation can  
hear what needs to be heard.


•	 Volkswagen’s emissions scandal as of 
June 2020 cost the company more than 
$33.3 billion in fines, penalties, financial 
settlements and buyback costs, and various 
government and civil actions are still 
ongoing. All of this because of a closed 
culture where people did not speak up 


•	 Harvey Weinstein’s abuse of women -  
crimes that were covered up by a closed 
culture for years before speaking up led  
to his conviction and jailing, the bankruptcy 
of his business and the creation of the  
#MeToo movement. 


•	 Barclays Chief Executive Jes Staley 
campaigned to reveal a whistle-blower, 
rather than deal with the issue raised. For 
his actions he was fined £642,430.00 by 
the Financial Conduct Authority and had 
£500,000.00 of his annual bonus clawed 
back – a total cost of over £1.1 million.


Other high-profile examples include:


Why is speaking up important?


4% 
of problems are know to executives  


8% 
of the workforce know something that 
would damage the reputation of the 
organisation but have not told anybody 


100% 
of problems are known to frontline staff


KEY FACTS:


74% 
of problems are known to team leaders 


50% 
have an idea to improve the organisation 
but not said anything


9%
of problems are known to team managers


Why is speaking  
up important?
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Why do we  
not hear?


Will you act 
differently now?


Speaking up is STILL gendered - Female 
respondents report that they are more 
guarded in formal meetings, informal 
interactions and one-to-ones with the boss 
than their male counterparts


We are less likely to speak up when  
we fear being perceived negatively,  
fear recrimination or victimization, fear  
for career, fear of impact on pay, fear of 
being fired, fear of being denied access  
to training and development, fear of  
legal consequences.  


Figures show that females appear to be more
guarded in both formal and informal interactions.
Speak up and listen up is gender biased. In fact we 
believe or pretend that social biases don’t impact 
our listening and unless we address this issue we are 
unlikely to change the negative impact. Job titles 
and perceptions of seniority, also have an impact on 
our decision to speak up. Most junior employees feel 
too intimidated to speak up in formal settings.


Board members and executives are seemingly 
unaware of how formidable they appear to more 
junior colleagues, particularly when it comes to 
speaking up and believing they would be heard. 


Why don’t people speak up?


Senior executives actually believe that junior 
colleagues speak up about issues of malpractice 
when in fact, survey results indicate that junior 
staff are largely reluctant to do so. Where 
speaking up could make a difference, people  
can often feel ‘it’s not in my job description’  
or their opinion doesn’t matter. 
 
An open culture encourages everyone to  
speak up. And it encourages innovation,  
creative thinking, problem identification, and 
greater productivity from people who work  
within the organisation. An open culture where 
everybody can speak up and be heard is not  
just good practice, it is an imperative.


Two primary reasons for not  
speaking up – fear of being perceived 
negatively (37%) and fear of upsetting  
or embarrassing others (31%)


The meetings that we spend so much  
time in are when we are at our most guarded 
– this is where we don’t say what we really 
think – executives spend up to 23 hours per 
week in meetings


34% of employees do not speak up 
because of a fear of retribution


Please turn page to complete 
Reflective Exercise


Why don’t people 
speak up?







Why is speaking  
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Why do we  
not hear?


Will you act 
differently now?


1. Do you feel you part of an open culture currently?


2. What more could you do to help people speak up around you?


3. When was the last time you sought to resolve problems through conversation? What was the result?


Reflective Exercise


Why don’t people speak up?


Why don’t people 
speak up?
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Why don’t people 
speak up?


Will you act 
differently now?


Why do we  
not hear?


It is true that you need to be brave to  
speak up but equally, you need to be  
brave to listen and to hear what is being 
said. The conscious and unconscious  
biases we develop affect the way we  
listen, who we listen to and who we  
may ignore or dismiss. 


These biases are real and we all have to constantly 
question ourselves about them. It is wrong to  
assume as an individual that we are bias free.  
Studies indicated we all have a high opinion of our 
ability to listen up and a mindset that ‘it is them not 
me.’ At work there is a tendency to think that it is  
my line manager or executive leadership who are  
not listening. We forget to look at ourselves to see  
that listening is a two-way street.
 
Line managers have a significant role in determining 
the success of establishing a speaking up and listening 
culture within an organisation. Unfortunately many  
line managers send mixed signals about their 
approachability, and we can all have a propensity  
to act defensively when receiving feedback.


Why do we not hear?


55% 
take account of body movements 


33% 
note the voice tone/modulation


91%  
of people value their peers’ opinions more 
than those more junior or senior to them


KEY FACTS:


7% 
listen only to the words in communication 


Please turn page to complete 
Reflective Exercise


Equally, Senior Executives often believe they have 
superior listening up and speaking up ability and  
they perceive any communication problems to be  
the responsibility of others. This is an unconscious 
bias that they need to confront. At every level, 
confronting these conscious and unconscious  
biases is essential to make listening up effective.


Unconscious bias which abounds in the 
workplace is not recognised to impact 
listening up.


The more senior the individual, the higher 
their opinion of their listening skills. Which 
can mean people regard any problems in 
communication as being the responsibility 
of others.
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Why don’t people 
speak up?


Will you act 
differently now?


Why do we  
not hear?


1. Do you consider yourself a good listener - Why?


2. Give an example where you have listened and it made a difference 


3. How could you make changes that will enable you to listen better?


Reflective Exercise


Why do we not hear?







Why is speaking  
up important?


Introduction References
8


Why don’t people 
speak up?


Why do we  
not hear?


Will you act 
differently now?


Providing safety for freedom to speak-up 
opportunities is something we can all do. 
You can support this process by finding 
ways to speak up yourself and encouraging 
colleagues to speak up. 


We can all help build an open culture where it feels 
safe to share views, and to recognise and celebrate  
our differences. You gain insight and much needed 
transparency of where problems might lie, but also  
see what works well and what does not. This may 
ultimately lead to preventing the failure of an 
organisation or even save a life. 
 
Speaking up could protect an organisation’s  
ability to operate and to deliver its services reliably. 
Speaking up helps reveal blind spots in the frontline,  
in the processes and/or corporate systems. The 
speaking up and listening up dynamic is a two-way 
deal. We all seem to believe that we are great listeners 
and that our managers, customers and colleagues are 
the ones who are not listening. If everyone challenges 
that belief and looks to their own listening, the  
impact could be huge.  


Senior leaders declare they have an open-door  
policy and if people are not choosing to speak up  
to be heard – it is because they have nothing to say. 
Forgetting that their position in the organisation can 
be scary, especially to those in the frontline  
who are more junior. 


These individuals may have an idea that could solve 
problems. All organisations need to take an active 
communications approach to spotlight listening-up 
and speaking-up. This is the first step to cultivating 
an open-culture and sharing the responsibility 
equally with everyone in the organisation.


Will you act differently now?


Rule of the St Benedict monks – the head of 
the monastery listens to the youngest monk


Please turn page to complete 
Reflective Exercise


- Winston Churchill 


Courage is what it 
takes to stand up and 
speak. Courage is also 
what it takes to sit 
down and listen


Many of the best ideas come from junior 
employees at the frontline, closest to the 
customer and seeing first-hand potential 
issues and possibilities. However, they are 
most likely to stay quiet impacting innovation, 
customer service and health and safety


Your relationship with your boss is 
fundamental in shaping your ‘conversational 
habits’. People don’t leave organisations they 
leave bosses
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Why don’t people 
speak up?


Why do we  
not hear?


Will you act 
differently now?


1. What in your opinion, are the characteristics of a good listener in your organisation? What is it about them that makes them a good listener?


2. What is preventing an open culture where you work?


3. How can you encourage changes that lead to more speaking up and listening up?


Reflective Exercise


Will you act differently now?
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Why don’t people 
speak up?


Why do we  
not hear?


Will you act 
differently now?
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