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PRELIMINARIES Team: overall objectives 

The focus of the preliminaries team is to create systems that will 
generate positivity within the organisation. 
 
The primary mechanism for this is through leadership rounds, whereby 
leaders visit areas of the organisation specifically to understand what is 
working well and to thank members of the organisation for their 
contributions. 
 
Through leadership rounds we can harvest positive stories which can 
then be promoted as examples for ‘talking up’ the organisation’s 
achievements. 
 
Leadership rounds are also used to seek-out the names of individuals 
that have contributed good work and who can then be thanked for their 
individual contributions through thank you letters. 
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PRELIMINARIES Team: elements 
Element Rationale Overall Change Suggested 

measure 
Links 

Thank you 
letters 
 

Thank-you letters are a way of ensuring that 
positive behaviour is reinforced. Sporadic group 
emails are not enough. Letters must be sent 
individually to have an impact. To ensure that this 
happens regularly and becomes part of the 
culture, a system must be put in place to monitor 
this simple leadership activity. While it is important 
to ensure this is done by senior leaders, ideally it 
should also be encouraged and monitored for all 
leaders. 

Regular thank-you 
letters sent by all 
leaders to members of 
staff 

Number of thank 
you letters sent, 
stratified by area / 
leader 

Leadership rounds 

Leadership 
Rounds 
 

Leadership rounds are like patient rounds - but 
done by leaders for the staff they lead. Everyone 
tries to make time to do this - but few do it 
regularly. And those that do fail to make use of the 
opportunity to generate positive stories (useful for 
those Thank-you letters) and congratulate staff 
personally on doing great work. Again, this is a 
system that is imperative for senior leaders, but 
should be undertaken by leaders at all levels. 

All leaders undertake 
regular leadership 
rounds and write-up 
and share their 
findings 

Number of 
leadership rounds 
undertaken 

Thank you letters, 
Talking up 

Talking up Helping everyone to see the organisation in its 
best light helps to promote collaboration across 
boundaries. Its opposite is negative gossip and 
denigration of colleagues. Talking-up is a 
technique of positive psychology, consciously 
designed to help everyone understand what is 
good about how the organisation works. To work 
well this must be genuine - the result of 
appreciative enquiry not ‘spin’ or exaggeration - 
and encouraged throughout the organisation. 

All members of staff 
share and promote 
positives stories of 
work 

Number of 
documented 
positive stories; 
surveys of staff 

Leadership rounds 
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PRELIMINARIES team: deliverables by 
quarter 

Quarter 1 Quarter 2 Quarter 3 Quarter 4 

Team selected and trained in 
meeting effectiveness tools; 
deliverables, key measures of 
success and outline plan 
agreed 

Second tier of leaders trained in 
leadership rounds and thank 
you letters 

All leaders trained in leadership 
rounds and thank you letters 

Results of leadership rounds and 
thank you letters included in 
performance data for all leaders 
 

System for measuring thank 
you letters and leadership 
rounds installed 

Thank you notes printed and 
distribute to all second tier 
leaders 

Thank you notes printed and 
distributed to all leaders 

Measurement systems reviewed and 
adapted 
 

All senior leaders trained in 
leadership rounds and thank 
you letters 

System agreed for regular 
gathering and publicising of 
‘talking up’ / positive stories 

System agreed for measuring the 
amount of ‘talking up’ that is taking 
place within the organisation 

Thank you cards printed and 
distributed to senior leaders 

All second-tier leaders trained in 
talking-up 

Results of leadership rounds and 
thank you letters included in 
performance data for second-tier 
leaders 

Key ‘talking up’ / positive 
stories gathered from each 
area or department 

Results of leadership rounds 
and thank you letters included 
in performance data for senior 
leaders 

Measurement systems reviewed and 
adapted 

All senior leaders trained in 
‘talking-up’ 

Measurement systems 
reviewed and adapted 
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PRELIMINARIES team: activities by phase 

Setup Deliver Sustain 

Recruit and train team members Train all leaders in how to do leadership 
rounds 

Ensure measures are included in the performance 
evaluation of leaders 

Design and install a system for measuring 
the number and effect of leadership 
rounds, thank you letters and talking up 

Train all leaders in how to write thank you 
letters 

Train all leaders in the practice ‘talking up’ 


