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Save the 
NHS 
Save Lives



Conditions 
for 
Change





”I also talked about how I’ve grappled with the fact that I have 
actually really enjoyed work this past few months probably more 
than ever in my career, and how I’ve felt guilty about this, with 
so many others in life suffering significant loss of one kind or 
another.

I’ve also felt a real sense of connectivity with colleagues and 
patients through this experience and I will do all I can to foster 
and sustain it. We should be incredibly proud of the care we 
have shown to each other and our patients.

Although at times daunting, I have never felt alone. I have a 
sense of confidence that whatever lies around the corner we will 
find the right way through."

NHS CEO weekly bulletin to staff







Things that haven’t gone well and we don’t want to go 
back to





How we do 
our best 
work



Critical Themes in High Performing Systems
Adapted from Baker & Denis 2011

Leadership & Strategy Organising Design Improvement Capabilities

Quality and systemic improvement as a 
core strategy

Robust primary care teams at the 
centre of the delivery system

Proactive approach to building skills 
for quality improvement across the 
system

Leadership activities embrace common 
goals and align activities throughout the 
system / network of care

More effective integration of care that 
promotes seamless transitions

Information as a platform for guiding 
improvement

Clinical leadership is supported by
professional management

Promoting professional cultures that 
support teamwork, continuous 
improvement and patient engagement

Effective learning strategies and 
methods to test and scale up across 
the system

Shared decision-making with patients and 
families

Providing an enabling environment 
buffering short-term factors that 
undermine success

Engaging patients in the their care, 
and in the design of care
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Autumn: Did we learn?

Q: Which of the 10 Leaps Have Stuck?

A: Although most were widely seen at 
first, the cultural change elements are 
fading fast and only the new tools seem to 
be sticking around





ASSET BASED PARTNERSHIP 
WITH PEOPLE AND COMMUNITIES

“Focusing on 
What’s Strong 
and not What’s 
Wrong”



Time to reflect on the context
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Looking After ourselves and 
our team
From Moral Injury to Moral 
Repair

An Ethical response to harm

• Celebrating what we are proud of
• Being sorry 
• Bearing witness to moral injury 
• Creating space to heal



‘Our 
steadiness 
matters’



The fatigue of the pandemic

Erodes our capacity for Clarity
Erodes our capacity for Compassion



Do we recognize this in 
ourselves? In our leaders? 
What helps?



Who Does 
the Work?



What sort of work
What’s the 
work?

Who does the 
work?

Technical Apply current 
know-how

Authorities

Adaptive Learn new 
ways

The People 
with the 
Problem

Heifietz and Linsky 2002



Do Well

Mechanistic

Control

Do Better

Participative

Improvement

Do Better 
Things

Relational

Coproduction

Adapted from Anderson-Wallace, Blantern and Boydell, (2000-2007) in Malby, R., and Anderson 
Wallace, M., (2016) Networks in Healthcare: Managing complex relationships. Emerald.



Where do we start?

"I sit on a man's back, choking him and making 
him carry me, and yet assure others that I am 
very sorry for him and wish to ease his lot by all 
possible means-except by getting off his back”

(Tolstoy, 1991).



Goodman, M. (1997). Systems Thinking: What, 
Why, When, Where and how? Systems Thinker. Vol 
8 No 2 p6-7 (provided on Moodle)

What is 
the 
problem?



Professional Decisions Start 
with Data



Frequent attender review (top 100)
Life situation:
Over half are known to be in a struggling or chaotic 
life style



Ages 7 - 24

Children & Young 
People

H
ou
rs



“We are not hard to reach but easy to
ignore communities”
Fatima Elguenuni

https://twitter.com/FElguenuni




Proactively Design Healthcare to 
Meet Needs



“The future of health and care is 
in living well, not treating 
disease accelerated by poor 
social norms (poverty, 
investment in education…).”

Marmot, M., Allen, J., Boyce,T., Goldblatt, P., Morrison, 
J. (2020) Health Equity in England: The Marmot 
Review 10 years on. London: Institute of Health Equity.

https://www.health.org.uk/sites/default/files/upload/publications/2020/Health%20Equity%20in%20England_The%20Marmot%20Review%2010%20Years%20On_full%20report.pdf




Proactive 
Leadership in 
a Connected 
System.
Doing our best 
work through 
networks



https://thesystemsthinker.com/building-
communities-of-commitment/



Leaders Historically Focus on 
Structure
“We trained hard, but it seemed that every time 
we were beginning to form into teams we would 
be reorganised. I was to learn later in life that 
we tend to meet any new situation by 
reorganisation; and a wonderful method it can 
be for creating the illusion of progress while 
producing confusion, inefficiency and 
demoralization”
Gaius Petronius AD 66

Ordered by Nero to Commit suicide for being a 
troublemaker





The Tipping Point 

If you don’t like the way that people are 
behaving, they are likely to be organising 
around a purpose that you don’t support.

CIHM Manifesto 2014



Network Functions

Community-
building: 

The network 
functions to 
promote and 
sustain the 

values of the 
individuals or 

groups

Filtering: 
The network 
functions to 

organize and 
manage 
relevant 

information 
for members

Amplifying: 
The network 
functions to 

help take new, 
little-known, or 

little-
understood 
ideas and 

makes them 
public, gives 
them weight, 

or makes them 
understandabl

e

Facilitating: 
The network 
functions to 

help members 
carry out their 
activities more 
efficiently and 

effectively

Investing/pro
viding: The 

network 
functions to 

offer a means 
to provide 

members with 
the resources 
they need to 

carry out their 
main activities

Convening: 
The network 
functions to 

bring together 
different, 

distinct people, 
or groups of 
people with 

distinct 
strategies to 
support them



Networks Fail Because
Purpose
Fails to reach common 
understanding across 
members of purpose and 
direction.
No plan – its all ‘here and now’

Collective Agency
Over-management cementing 
relationships and structures 
that need to be dynamic and 
evolving & Institutionalisation 
Over expectation of network 
member’s willingness or ability 
to collaborate which damages 
creativity of the parts 
Predicating some members 
over others, 
Constraining network 
member’s independence
Lack of trust between 
members and no shared 
architecture for collective 
action

Impact and Agility
Not recognising when 
leadership needs to change / 
rotate
Lack of impact in terms of 
network member’s purpose.



Shared 
Purpose and 

Identity

Addresses 
big issues/ 

has a 
compelling 

purpose

Meets 
members 

needs

Adaptive 
Leadership

Strong 
relationships 

and ties

Generates 
helpful 
outputs

Effective 
Network

Characteristics



Strategic Purpose : can you answer 
these questions?
• Fundamentally, why does the network exist?
• For whose benefit are all our efforts being made?
• What, in our eyes, is the end that we are working to rather than a 

means?
• What is the worthwhile cause to which we are all contributing?
• At the end of the day, what is the real point of all our activities?
• Who are we really working for?
• What is of highest value for us?
• What is our higher purpose?

Andrew Constable, Associate LSBU 2017



https://www.source4networks.org.uk/diagnostics



And so

Proactive Leaders focus your effort to:
• Sustain the team and professional 

relationships (learning culture) that 
emerged

• Meet needs rather than demand
• Collaborate where interdependent based 

on needs &
• Secure the new collaboration with citizens 

/ patients
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