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 Welcome to our framework 
for Being Co-op

Step one:
Learn

Step two:
Reflect

Step three:
Share  
and act

As a Co-op Leader, you will be familiar with the Ways of 
Being Co-op, either through the Being a Co-op Leader 
events or, if you’ve recently joined us, in your induction. 
This framework has been created to give the next level 
of detail and show what it really means to Be Co-op. We 
have created this toolkit to provide a bit of practical help 
and guidance and to make sure you have support to 
share the Ways of Being with your team.

We’ve also created a plan that walks through some 
of the key changes we’re making to how we’re doing 
things.

Many of us have very different day jobs and that’s 
why the Ways of Being Co-op aren’t meant to be 
instructions. Instead, they are guidelines to help  

you get to grips with what making decisions 
and taking action should look like here. It's 
about how we deliver our purpose. 

This isn’t about making big changes, it’s the  
little things that will make the biggest difference. 
Whether that’s talking to your team to help them 
understand what the Ways of Being Co-op look like  
for them, or making a plan to overcome any challenges 
you might face working in this way. 

You know your teams best and that’s why this toolkit 
is here for you to dip in and out of to find what works 
for your team and your part of the business.

There are three easy-to-follow sections in this toolkit to help you learn about the Ways 
of Being Co-op, reflect on how your team is doing and share the story with your team:
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Step one: Learn
This section is here to help you understand 
more about what Being Co-op means – 
and how you can use storytelling to share 
what you learn.

What’s in this section? 
Our story

p4: Learn about the story so far – where  
have our Ways of Being Co-op come from and 

why are they so important?

The framework for how we behave
p6: Use this framework to understand how 
we can put the Ways of Being Co-op into 

practice, wherever we work.

p7: Use the STARS framework – to help 
you build a story that brings the Ways of 
Being Co-op to life in a way that people 

will remember and be inspired by.
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This year, we’ve gone 
Back to Being Co-op.
We’ve returned to the roots that made 
us a champion for a better way of 
doing business in the first place. We’ve 
got a new membership proposition and 
a new look. Every one of us has taken 
time out to learn more about our past 
and our future. About where we’re 
heading and what we need to do  
to get there.

Now it’s back to the day job, 
and it’s up to us to Be Co-op 
day-in, day-out.
It’s not just what we do, how we do it is 
what counts. People want to connect and 
buy from an honest business they trust. 
The trust they have in us depends on the 
people they meet and interact with every 
time they come into one of our Food 
stores or our Funeralcare homes, every 
time they pick up the phone to Insurance 
or Legal Services, or visit Co-op 
Electrical. That’s us. Every single one of 
us working for the Co-op.

The story so far
Why do we need the Ways of Being Co-op? 
Where have they come from?

Our four Ways of Being 
Co-op guide us to live 
up to our promises.
We all need to live up to our purpose 
of ‘championing a better way of doing 
business for you and your communities’. 
Being member-owned, being ethical, 
working together, sharing success – 

So, where have the Ways of 
Being Co-op come from? 
In a word, colleagues. The business 
asked everyone to tell us how dedicated 
Co-op colleagues do things, and what 
really matters to them in their work. 
There were thousands and thousands of 
people who, in true Co-op spirit, had 
their say. Four simple, clear statements 
came out of these replies, which sum up 
in a nutshell what it means to Be Co-op 
– and they apply to us all, in whatever
business  or at whichever level we 
happen to be working. Please remember 
though – these aren’t rules, and it’s for 
us to think and talk about what they 
mean for our specific business and team.

No one can tell us exactly 
what to do.
All of our communities and all of our 
businesses are very different – and the 
Co-op attitude to life reflects that. That 
means we have the freedom to apply 
our Ways of Being Co-op in the way that 
works best for our members, customers, 
colleagues and our communities. These 
aren’t rigid rules. It’s up to us to take the 
time to think about what they mean for 
our work and our part of the world.

that’s our Co-op difference, and it’s as 
relevant today for us today as it was for 
our founders, the Rochdale Pioneers, 
over 170 years ago. Our Ways of Being 
Co-op guide us to follow these ideas and 
principles  
in a practical day-to-day way,  wherever 
we work.
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We’re taking the power back.
Freedom matters so much to what it means to be Co-op that we’re  
making it official. Our Freedom Formula makes it clear that we have 
the power. The power to do what we think it means to Be Co-op. 
The power to take control of the situation. The power to make  
a difference. Here it is:

Now you know what the 
Ways of Being Co-op are 
and why they’re important, 
it’s time to learn about  
our framework for how we 
behave and how you use it.

Part of the magic; part of the success. 
Our Freedom Formula and our Ways of Being Co-op will help us 
make Co-op magic. We will create a consistent experience for 
every one of our customers. When they see how we’re bringing the 
Ways of Being Co-op to life for them, they will want to get involved, 
through membership and the work we do in our communities. 
That’s how we’ll remain a real champion of a better way of doing 
business, for you and your communities.

Ask yourself: so what does that 
mean for your team?

What happens when down to earth,  
decent, hard-working people, who are 
free to use their best judgement, work 
for an organisation which carefully  
balances profits with ethics for the  
benefit of its members? 

The answer is that you get magic. 
Co-op magic. Be part of it.
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Our freedom 
formula

The framework for 
how we behave
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How we do it

How we do it

How we do it

How we do it

What matters most is delivering our Purpose: ‘Championing a better 
way of doing business for you and your communities’.

Co-operating is what makes us different; we’re 
better and stronger when we work together.

We care about our Co-op, our colleagues,  
our members, our customers and communities, 
now and for the future.

We bring our best self to work, so that we each contribute a bit of our 
own unique Co-op difference, and respect others for doing the same.  
Of course, being yourself isn’t about excusing poor behaviours  
that contradict our other Ways of Being Co-op.

We all focus on doing the 
right things for our colleagues, 
members, customers and 
communities.

We’re straightforward.  
We say what we will do simply 
and honestly, and we do it.

We challenge when things 
aren’t right – we don’t look  
the other way.

We earn trust from each other 
because we always do the  
right thing.

We use our resources 
carefully, so that we can 
get the most from them 
and build a strong future 
together.

We know that our team has  
to come first, because when 
we work together we will  
become a stronger Co-op.

We involve people, because we 
value their ideas.

We all contribute to making the  
Co-op an enjoyable place to work.

We respect each other 
for being ourselves and we 
know the value we each 
bring to our Co-op.

We support each other. We know 
that it’s okay to learn from our 
mistakes and great to share  
success together.

We’re down to earth and we 
show this in all the things that 
we do.

We all take ownership – if we 
know we can make something 
better, then we do it.

We always make sure we do 
things fairly and responsibly.

We listen to people because 
we care about them.

We help our communities, 
because that’s what makes 
us different.

We’re confident about who we 
are and know that it’s okay  
to be ourselves at work.

We inspire everyone to do 
their best because we value 

what they do and we lead by 
example.

We’re open to change and 
challenge. Having lots of 
different points of view 

means we can come up 
with better ideas.

We’re pioneering – we  
always look for new ways  
of doing things so that we 
get even better.

We’re authentic, so we  
do things the same when 
working alone or with the  
whole world watching.

This is the set of behaviours, created by colleagues, which helps us to bring our Ways of Being Co-op to life, with easy-to-understand language. You may hear this referred 
to as our behavioural framework. These are the ways we expect all colleagues to do things in line with Being Co-op.

No matter  
what we do,  
the Ways of 
Being Co-op are 
how we do it.
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Why you need to build your story:
When it comes to the Ways of Being Co-op,  
we don’t want colleagues to just repeat back 
a list of words. We want them to understand  
what they really mean to them and how they 
can put them into action. 

That’s where storytelling comes in. It’s a lot  
easier to remember a story than a set of words. 
Creating your own Ways of Being Co-op story 
will help you to be consistent as you inspire your 
team about the Ways of Being Co-op.

How to do it:
On the previous pages, you’ll have read all  
about our Ways of Being Co-op: what they are, 
how we made them, why they’re important and 
the simple behaviours that will help us put them 
into practise. Now, you just need  
to use the STARS model of storytelling to help 
craft your story.

The STARS model is easy-to-use, and the 
best formula to make sure you’ve covered 
everything you need to.

Storytelling is a great way of 
getting your message across and 
keeping your audience engaged 
and interested. If you attended 
one of the Being a Co-op Leader 
events, you will have had the 
opportunity to practice this 
skill. If you’re new to the Co-op, 
couldn’t attend, or just want  
to refresh your knowledge,  
you can use this page to  
help you. 

Situation
What’s happening? What 

are our Ways of Being 
Co-op? Why do we need 
to know about Ways of 

Being Co-op? 

Target
What are we hoping to 
achieve by embedding 

the Ways of Being  
Co-op? How do we think 
they’ll help us reach our 

business goals?

Approach
What steps has the Co-op 
made towards bringing the 

Ways of Being Co-op to life? 
What are we going  

to be doing differently?

Special to me 
What’s your personal  

take on the Ways of Being 
Co-op? Why do you think  

it’s important that we  
do this?

Results
What do we think  

the outcome will be? 
What’s the  
end-goal?

The STARS Model:

You can use the next 
page as a template to 
help build your story.

 Building your story
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 Building your story
Situation:

Target:

Approach:

Results:

Special to me:
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Step two: Reflect
This section is here to help you reflect 
on your own behaviour and how well  
your team are putting the Ways of  
Being Co-op into practice.

What’s in this section? 
Doing things differently

p10: Reflect on what you’ve been doing – 
and plan what else you will do in the future.

How you’re doing
p11: Work through each of the Ways of Being 
Co-op and write down how well your team is 

putting them into practice – and what you can do 
to make a change.
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Doing things differently

What I’m doing differently? How I’m putting Being Co-op into practise

Since the Being a Co-op Leader sessions, I have... Since the coaching 
workshop, I have...

Since the honest 
conversations 
workshop, I have...

Since the storytelling 
workshop, I have...

In the future, I will...In the future, I will...In the future, I will...

Over the next few pages, you will find some tools and templates to help you start thinking about how you’re role-modeling 
the Ways of Being Co-op in your team at the moment and how you are bringing them to life. You can use these  
tools by yourself or with your team. You might also find them useful to share what you’ve achieved with your manager.

If you haven’t attended 
a Being a Co-op Leader 
event, you can log onto the 
Leadership Development 
Zone here and take a look*. 
There's lots of support 
materials and insights on 
the below topics and more.

*please see links at the end of the documents

https://ldz.co-operative.coop/login/index.php


11 

Do what matters most

How we do it

What matters most is delivering our Purpose: ‘Championing a better way of doing business for you and your communities’.

Things to think about

We all focus on doing the right things for our 
colleagues, members, customers and communities.

Try to link my decisions and conversations 
back to doing the right thing

Cut the jargon – talk to my team like I’d talk 
to my friends and family 

Encourage my team to speak-up by asking 
them for questions and ideas

Focus on doing what I say – keeping 
planned meeting times and following-up 
on promises

Plan carefully and share the thinking 
behind decisions you make

We’re straightforward. We say what we will do 
simply and honestly, and we do it.

We challenge when things aren’t right – we don’t 
look the other way.

We earn trust from each other because we always 
do the right thing.

We use our resources carefully, so that we  
can get the most from them and build a strong 
future together.

In your team

My plan:

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

Use the scale by shading in one of the circles

Use these pages for your 
own self-reflection, with your 
team or together with the 
team poster (see page 16).
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Be yourself, always

How we do it

We bring our best self to work, so that we each contribute a bit of our own unique Co-op difference, and respect others for doing 
the same. Of course, being yourself isn’t about excusing poor behaviours that contradict our other Ways of Being Co-op.

Things to think about

We’re confident about who we are and know that it’s 
okay to be ourselves at work.

Lead by example by bringing my 
personality to work and being more open

Invite a guest speaker – like my line 
manager – to come talk to my team

Create an anonymous suggestions box 
where the team can drop questions and 
ideas that we can discuss in our meetings

Talk to my team about the latest things  
I’ve seen others do that I find innovative 
and exciting

Make sure that I’m being consistent in 
what I say and do and think about how 
my team see my behaviour

We inspire everyone to do their best because we 
value what they do and we lead by example.

We’re open to change and challenge. Having lots of 
different points of view means we can come up with 
better ideas.

We’re pioneering – we always look for new ways 
of doing things so that we get even better.

We’re authentic, so we do things the same when 
working alone or with the whole world watching.

In your team

Use the scale by shading in one of the circles

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

My plan:
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Show you care

How we do it

We care about our Co-op, our colleagues, our members, our customers and communities, now and for the future.

Things to think about

We’re down to earth and we show this in 
all the things that we do.

We all take ownership – if we know we can 
make something better, then we do it.

We always make sure we do things fairly 
and responsibly.

We listen to people because we care about them.

We help our communities, because that’s what 
makes us different.

Be more approachable and prepared to 
get involved with the tasks my team do

Recognise members of my team who 
are really taking ownership of tasks  
with your ‘thank you’ cards

Make sure I am being balanced and 
thinking about everyone in the team 
when I make decisions

Be there for my team, making it easy for 
them to talk to me – whether it is in a 
meeting or as a one-to-one

Make our community work a priority, 
and encourage the members of the  
team who are enthusiastic

In your team

Use the scale by shading in one of the circles

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

My plan:
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Succeed together

How we do it

Co-operating is what makes us different; we’re better and stronger when we work together.

Things to think about
We know that our team has to come first, 
because when we work together we will  
become a stronger Co-op.

We involve people, because we value their ideas.

We all contribute to making the Co-op an enjoyable 
place to work.

We respect each other for being ourselves and  
we know the value we each bring to our business.

We support each other. We know that it’s okay 
to learn from our mistakes and great to share  
success together.

Highlight examples of members of the 
team working together effectively to  
solve problems

Get different team members talking at 
team meetings and huddles. Let them set 
the agenda for what we need to talk about

Encourage team members to have fun 
while getting the job done 

Regularly recognise the different 
contributions members of the team make – 
especially when they’re Being Co-op

Make it clear that mistakes happen, 
and when they do, the focus is on 
proactively learning from them

In your team

Use the scale by shading in one of the circles

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

I don’t recognise 
these behaviours

I see these 
behaviours every day

My plan:
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Step three: Share and act 
This section is here to walk you through 
the tools that are available to help you 
share the Ways of Being Co-op with  
your team. What’s in this section? 

p16: How to share: use these  
simple steps to share the Ways of 

Being Co-op with your team.
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Sharing with your team

Share your story
Talk your team through the Ways of Being Co-op: 
what it means, why it’s important to you and how 
we do it. 

Use the story you’ve developed in this toolkit 
using the STARS model.

Use the poster
Explore the Ways of Being Co-op together and 
think about how they influence how you do  
things at the moment and what you’d like to  
do differently in future. 

You can use it in any way you want, so wherever 
you work, whether it’s remotely or one-on-one, you 
can find a way that works for you.

This is where the reflection section of this toolkit 
will come in handy – you’ll already have an idea 
of what to talk about!

1 2

Now you’ve had the chance to learn more about the Ways of Being Co-op, 
it’s up to you as a leader to share what you’ve learned with your team. 

There are just two simple steps you need to take to share what you’ve learned 
with your team.

How we do it

We all focus on doing the right 

things for our colleagues, members, 

customers and communities.

We’re straightforward. We say 

what we will do simply and 

honestly, and we do it.

We challenge when things aren’t 

right – we don’t look the other way.

We earn trust from each other 

because we always do the right thing.

We use our resources carefully, so 

that we can get the most from them 

and build a strong future together.

What matters most 
is delivering our 

Purpose: ‘Championing 

a better way of doing 

business for you and 

your communities’.

Being Co-op in

Our Ways of Being Co-op describe how 

we do things. They’re simple, memorable 

phrases that sum up just how different it 

is to be Co-op. So let’s keep talking 

Ways of Being Co-op and how 

we do it in our team.

How we do it

How we do it

We bring our best self 

to work, so that we 

each contribute a bit of 

our own unique Co-op 

difference, and respect 

others for doing the 

same. Of course, being 

yourself isn’t about 

excusing poor behaviours 

that contradict our other 

Ways of Being Co-op.

We care about our 

Co-op, our colleagues, 

our members, our 

customers and 
communities, now 

and for the future.

We’re confi dent about who we 

are and know that it’s okay to be 

ourselves at work.

We inspire everyone to do their 

best because we value what they 

do and we lead by example.

We’re open to change and challenge. 

Having lots of different points of 

view means we can come up with 

better ideas.

We’re pioneering – we always look 

for new ways of doing things so that 

we get even better.

We’re authentic, so we do things 

the same when working alone or 

with the whole world watching.

We’re down to earth and we show 

this in all the things that we do.

We all take ownership – if we know 

we can make something better, 

then we do it.

We always make sure we do things 

fairly and responsibly.

We listen to people because 

we care about them.

We help our communities, because 

that’s what makes us different.

How we do it

Co-operating is what 

makes us different; 

we’re better and 

stronger when we 
work together.

We know that our team has to come 

fi rst, because when we work together 

we will become a stronger Co-op.

We involve people, because we 

value their ideas.

We all contribute to making the 

Co-op an enjoyable place to work.

We respect each other for being 

ourselves and we know the value 

we each bring to our business.

We support each other. We know 

that it’s okay to learn from our 

mistakes and great to share 

success together.

Be yourself, alw
ays
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Share a s
tory…

Set yourself a challeng
e

How are we being Co-op right now?

Leave a message…

What cou
ld we do di

ff erently
?

What have we done well at this week?

What shall 
we change?

You may have already received 
some tools and support from the 
Being a Co-op Leader events, like 
the activity cards. The tools in 
this pack focus on the behaviours 
around the Ways of Being Co-op 
and can be used together with  
what you’ve already received.

You can use the tools from 
the Being a Co-op Leader 
session to help you share 
your story.
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Thank you for reading 
this toolkit
After the Being a Co-op Leader events, you asked us for more 
detail about Ways of Being Co-op and what’s coming next. This 
toolkit has been designed to help you share the bigger picture with 
your teams, and what the Ways of Being Co-op mean for them.

This toolkit isn’t meant to take up hours of your time, it’s here to 
help you think differently, and make the most of the time you have.

If you’d like more support, you can:
• Visit the Co-op leadership development zone: ldz.co-operative.coop/login/index.php
• Use the poster on the next page to help you share the Ways of Being Co-op with your team
•  Use the interactive tool at the end of this toolkit to walk your team through what changes they will

see in the way we do things.

You can continue the conversation at:
• LinkedIn Leadership group for all line managers: linkedin.com/groups/8548967

• Our colleague Facebook page: facebook.com/coopukcolleagues

• Our Digital Team’s Blog: digital.blogs.coop

• Our Co-op blog: blog.co-operative.coop

Good luck!

http://linkedin.com/groups/8548967
https://facebook.com/Coopukcolleagues
https://digital.blogs.coop
https://blog.co-operative.coop


How we do it
We all focus on doing the right 
things for our colleagues, members, 
customers and communities.

We’re straightforward. We say 
what we will do simply and 
honestly, and we do it.

We challenge when things aren’t 
right – we don’t look the other way.

We earn trust from each other 
because we always do the right thing.

We use our resources carefully, so 
that we can get the most from them 
and build a strong future together.

What matters most 
is delivering our 

Purpose: ‘Championing 
a better way of doing 
business for you and 

your communities’.

Being Co-op in

Our Ways of Being Co-op describe how 
we do things. They’re simple, memorable 
phrases that sum up just how different it 

is to be Co-op. So let’s keep talking 
Ways of Being Co-op and how 

we do it in our team.

How we do it

How we do it

We bring our best self 
to work, so that we 
each contribute a bit of 
our own unique Co-op 
difference, and respect 
others for doing the same. 
Of course, being yourself 
isn’t about excusing poor 
behaviours that contradict 
our other Ways of Being 
Co-op.

We care about our 
Co-op, our colleagues, 
our members, our 
customers and 
communities, now 
and for the future.

We’re confi dent about who we are 
and know that it’s okay to be ourselves 
at work.

We inspire everyone to do their 
best because we value what they 
do and we lead by example.

We’re open to change and challenge. 
Having lots of different points of 
view means we can come up with 
better ideas.

We’re pioneering – we always look 
for new ways of doing things so that 
we get even better.

We’re authentic, so we do things 
the same when working alone or 
with the whole world watching.

We’re down to earth and we show 
this in all the things that we do.
We all take ownership – if we know 
we can make something better, then 
we do it.
We always make sure we do things 
fairly and responsibly.

We listen to people because 
we care about them.
We help our communities, because 
that’s what makes us different.

How we do it

Co-operating is what 
makes us different; 

we’re better and 
stronger when we 

work together.

We know that our team has to come 
fi rst, because when we work together 
we will become a stronger Co-op.

We involve people, because we 
value their ideas.

We all contribute to making the 
Co-op an enjoyable place to work.

We respect each other for being 
ourselves and we know the value 
we each bring to our Co-op.

We support each other. We know 
that it’s okay to learn from our mistakes 
and great to share success together.

Be yourself, alw
aysD

o 
wh

at 

matters most

Succeed together Show you ca
re

 

Share a story
…

Set yourself a challenge

How are we beingCo-op right now?

Leave a message…What could we do diff ere
ntly?

What have we donewell at this week?

What should 
we change?



As you get to grips 
with the Ways of 
Being Co-op, here are 
some of the changes 
you’ll see in the way 
we do things here  
at the Co-op.No matter what we do, or where we work – our Ways of Being Co-op are how we do it. We need to make sure that 

they come to life in everything we do. We’ve achieved a lot, but we’ve still got more to do and every colleague will 
have a part to play. Take time to explore this page to find out some of the key things that will be changing, 
and what it will mean for you.

November 2016

What’s happening next?
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