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System Development

Welcome...
Welcome to our Autumn edition of Leader, can’t
quite believe we are heading into Autumn, where
has the year gone so far! My Dad used to say that
the older you get the faster the time goes and
I’m thinking now he might have been right.
I started in the NHS as a Student Nurse back in January
1981. In that time I’ve seen lots of change and reconfiguration.
I’ve been reflecting recently on the change we find
ourselves going through currently, it feels different.

It made me think about William Bridges work on change and transition, I
think what’s different is that in previous times we had a defined blueprint
for the future. Bridges describes endings and new beginnings and how
this impacts on people, he talks about the importance of acknowledging
loss before being able to move to new ways, new orders. In the last
reconfiguration when SHAs and PCTs were being abolished there was a
definite ending, we knew we were moving to new organisational structures
in the form of CCGs and there was a definite sense of losing something
that we knew and moving from the old world to the new. I’m not sure it’s
the same with our current reconfiguration, we haven’t got a prescribed
blueprint for the future this time; it is emerging. I think for this reason it
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feels like it’s happening more gradually as we are moving from the old to
the new at different times in different places. Therefore I’m not sure we are
quite acknowledging the loss people may be feeling, with the development
of ACS and associated mergers, people are wondering what the future
holds for them. Belonging to and being part of a system is quite different to
belonging and being part of a single organisation. Many people will feel a
sense of loss - I’m just not sure we’re acknowledging it in the way we need
to.
We hear lots of talk about leaders having to operate in new ways, we

Platform for Transformation
Leadership Programme

talk about it within our articles here. The skills and attributes that were

Coming Soon!

world’, I talk to people who question and ask – can I make this move?

applicable in the ‘old world’ may not be sufficient to take us into the ‘new
Bridges also talks about the period between moving from the old to the

CONTACT US

new and he refers to it as the ‘neutral zone’ likened to having let go of one

If you have any comments on Leader, or just
want to get in touch with a member of the
team, you can email us at NWLA.info@nhs.
net and follow us on Twitter.

you’d agree. We are undertaking lots of work to help leaders move from

@nhsnwla
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trapeze before grasping the next, an uncomfortable place to be I’m sure
the old to the new, negotiating the neutral zone, helping leaders to create
the conditions for this to happen in a compassionate and understanding
way. Though I am concerned we’re not quite acknowledging the loss many
of us might feel.

I think I’m someone who embraces change in fact I’d go so far
as to say I like it and thrive on being involved in new ways of
working. However in leading in a much more social age and
the communication that happens via social media I admit that
I have struggled. I absolutely get it and like to access it but
would not be my first way of doing things personally.
I understand that my role, however, is to create the conditions

Innovative & Visionary
We can’t solve our problems
with the same thinking we used
when we created them.
Albert Einstein

for others to do and we have team members who are
expert at it, adept at managing and using these new forms
of communication, so they help me and support me as
I endeavour to move to this ‘new world’. So I may have
been around a while but I am embracing the very exciting
opportunities the ‘new world’ brings and the old adage ‘you
can’t teach an old dog new tricks’ I don’t think is true! So as
my Dad said time may be passing quicker but I am enjoying
the ride. I hope that the offers and ways of working differently

CONNECTED & Inclusive
We have far more in common
than that divides us
Jo Cox

described in this edition show how the NHS North West
Leadership Academy is moving into the ‘new world’ with new
approaches reflected throughout the articles contained.
I am pleased and proud to share our new values which we
are exploring ourselves to help our transition as your local
leadership academy. I look forward to us supporting each other
as we continue on the journey into the ‘new world’ together.
As ever if there is anything you wish to talk to us about, don’t
hesitate to get in touch, we are out and about conducting our

AUTHENTIC & ETHICAL
When your values are clear to you,
making decisions becomes easier
Roy E. Disney

Strength Based conversations so hopefully catch up with you
soon.
Warm regards

agile & INTUITIVE
Deborah Davis
Managing Director
NHS North West Leadership Academy

‘Change is not the same as transition.
Change is situational: the new site, the
new structure, the new team, the new
role, the new procedure. Transition is the
psychological process people go through
to come to terms with the new situation.
Remember that change is external and
transition is internal’ (Bridges)

It is not the strongest species that
survive, nor the most intelligent, but
the ones most responsive to change
Charles Darwin

pioneering & dynamic
Leadership is unlocking people’s
potential to become better
Bill Bradley

www.nwacademy.nhs.uk
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The Big Conversation
on the Big Change
Programme:
Lancashire and South Cumbria
The 4th July saw the Lancashire
and South Cumbria (L&SC)
footprint coming together for
‘The Big Conversation on the
Big Change Programme’ led by
Heather Tierney-Moore – the
SRO for Leadership and OD.
NHS NWLA led the strength-

together to reflect on the key themes from
the strength-based conversations, agree
the emerging priorities and how they can
jointly implement the Big Change Strategy
going forwards.
There was a buzz in the room from
stakeholders emphasising a willingness
and commitment to doing things
differently in collaboration.

Agreeing priorities for action

and actively engage the public to keep

based conversations; this provided

them at the forefront of developments.

an opportunity to explore the
perspectives of footprint and

At NHS NWLA, we are pleased to be

organisation leaders on the strengths

working in collaboration with Advancing

and assets in their respective areas to

Quality Alliance (AQuA), Health Education

deliver the Big Change Programme

England, North West Employers and the

Leadership and Organisational

NHS Innovation Agency to develop a

Development (OD) Strategy.

coordinated and bespoke approach to
interventions to support the priority areas
Heather Tierney-Moore’s Introduction

There was a resonating consensus that

identified by this footprint.

Working in collaboration

the journey to the new system was akin
to “flying the plane whilst building it” and

NHs
NWLA

that a “leap of faith” was required as all
the evidence may not yet be there. There
was a strong sense that the key enabler to
Stakeholders coming together from across the footprint

It was great to welcome so many key
stakeholders to the event from across
the footprint from a variety of NHS

Innovation
agency

North west
employers

a culture of exploration and sharing
learning.
Stakeholders also felt that the emerging

local delivery systems, local authorities

landscape provides an excellent

and the third sector. This event provided

opportunity for leaders to collaborate with

stakeholders with an opportunity to work

communities, listen to community voices

Leader | www.nwacademy.nhs.uk

HEE

strategy is the commitment to developing

commissioner and provider organisations,
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Aqua

achieving the ambitions of the footprint

GM
Ahsn

A second stakeholder event on
24th August took the opportunity
to review the identified priorities
ensuring they were accurately
reﬂected; that they widen stakeholder
engagement in the footprint and
provide an opportunity for the
NHS NWLA and the collaborating
organisations to explore how we
best support the L&SC footprint
with development interventions
to address the priorities.

We are now working closely with leaders
from across the footprint to ensure they
get the best value and maximum benefit
from all the collaborating organisations.
Having successfully tested the dialogic approach
in this footprint the opportunity for this leadership
intervention has now been extended to Greater
Manchester and Cheshire and Mersey footprints.
Watch this space.

Kash Haroon from NW Employers facilitating a group

Testing New digital Approaches and Ideas
Putting the ‘T’ in Sustainability
and Transformation Partnerships
– how leaders can use digital
as a tool for transformation
Championing digital as a tool for
transformation is key for leaders,
but it is not without its challenges.

Lancashire and South Cumbria STP
and Local Workforce Action Board
are key partners in developing and
testing out ideas and approaches
to support leaders to:
• Develop confidence in their
organisations’ ability to
improve their data security
in line with new policy

• Contribute to and develop
understanding of the new
Well-Led / Developing People
Improving Care Frameworks and
the benefits they can bring
• Learn from examples of ‘what
good digital health and care
looks like’ in practice and how
they can apply this within local
health and care systems

This is part of a NATIONAL LEADERSHIP CAMPAIGN funded and coordinated by the NATIONAL INFORMATION BOARD and led by
NHS DIGITAL AND HEALTH EDUCATION ENGLAND as part of the BUILDING A DIGITAL READY WORKFORCE (BDRW) Programme.
To get involved or learn more please contact Bruce Elliott bruceelliott@nhs.net or Declan Hadley declanhadley@nhs.net
www.nwacademy.nhs.uk

| Leader

5

System
Leadership
Exploring what
works, with
Margaret Heffernan

We were delighted to welcome
internationally renowned
speaker, entrepreneur and
writer, Margaret Heffernan to
the North West in July.
The masterclass was brought together in
collaboration with the Mersey Internal Audit
Agency (MIAA), Advancing Quality Alliance
(AQuA) and North West Association of
Directors of Adult Social Services (NW ADASS)
attracting over 100 delegates.

6
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Feedback on the day showed an
appreciation from our membership
about our collaborative approach of
sharing resources, pooled funding
and eﬃcient ways of working. We are
committed to continuing to work this
way. We know the approach supports
our collective memberships to have
access to top quality interventions
whilst putting less pressure on already
very busy diaries.
Margaret’s deep experience and research in
business as well as her global perspective
has given her real insight into what system
leaders do that is effective, which she freely
shared on the day:

Wilful blindness can have catastrophic effects.
Everyone knows what is happening, yet few people are
prepared to speak up and challenge. Her conclusion
is that culture can both prevent and enable wilful
blindness to occur and it is the role of leaders to create
an open culture and value difference.
Andrea MCguiness @1Mcguinness

“Candour is the only way. nhs must stop treating those who try
& open our eyes to problems as brutally as we have done to date
#SL2017”
Sallie Bridgen @Salliebridgen

“@M_Heffernan Describes how ‘wilful blindness’ in
organisations leads to failure - those who speak out isolated
and silenced #SL2017”
Emma Leigh @Emma_Leigh_MBE

“What works well when leading effectively across system?
Massively important in terms of #Bettercarefund #SL2017”

Globalisation, complexity and sophisticated
communication mean that the ‘old model’ of doing
business no longer works. We are not able to forecast
ahead and the assumptions upon which that planning
is based are shaky at best. If you can’t plan for the
long term then the key is for system leaders to be
responsive and evolving and adapt to changing
circumstances.
Dominic Harrison @BWDDPH

“#SL2017 @M_Heffernan : bureaucracy leeches accountability
out of systems and organisations it silos rather than
collectivises responsibility”
Chorlton girl @Gilbeye

“In complex systems you can see the big trends but you can’t
predict all events. Need to experiment on the things you can
effect #SL2017”
Andrea MCguiness @1Mcguiness

“Doing a good job conflicts for many with being a good person. Do
you recognise your impact on this as a leader? #SL2017”

The goal is for leaders to create high functioning
teams. Gone are the heroic soloists; they are being
replaced by leaders who can create diverse teams who
problem-solve together.
Dave Boulger @DaveBoulger

“@M_Heffernan - success in complex systems requires teams of
enabled people, not “superhero soloists” @AQuA_NHS #SL2017”
Andrea MCGuinness @1Mcguiness

“@M_heffernan ‘Strength of network if one person
gets stronger then the rest get stronger #partnerships
#collaboration # trustSL2017”

problem solve. For leaders this means thinking more
about the people than the business model.
Chorlton girl @Gilbeye

“Helpfulness is about information sharing to support the
network - nurture your network nodes! the real system leaders
#SL2017”
Alison Brown @Taylth

“#leadership in complex systems is having good networks to
understand what’s happening + experimenting to influence their
part #Sl2017”
Sallie Bridgen @Salliebridgen

“Pixar developed transformation plans by bringing frontline
staff together for a ‘hackathon’ - we probably call it
coproduction #SL2017”

The assumption that people at the top of an
organisation know more is a dangerous one. People
have more knowledge at the edge than the centre.
Effective leaders serve the system and develop insights
by listening to those who work at the edge.
Deborah Davis @darnot61

“@nhsnwla #Sl2017 more is achieved by sharing than by
hoarding, information is not power when it only sits with one
individual/organisation”
Geoff Lavery @lavery_geoff

“@M_Heffernan #Sl2017 There is more knowledge at the edge
than at the centre. The more distance the less you know!
Peta @petastross

“start where there is enthusiasm, passion and fun; only tackle
the proposal someone is prepared to champion #SL2017”
You can also read Peta’s blog following this session at
https://tinyurl.com/yaf68caz

Networks are crucial to problem solving. In high
functioning systems there are a high number of network
leaders – people who know everyone and everyone
believes in them. These helpful leaders are the network
nodes. They have a high degree of social capital to

Sallie Bridgen @salliebridgen
“@MIT @M_Heffernan We need to foster helpfulness in
teams - generosity, reciprocity & trust mean people raise
concerns & share crazy ideas @M_heffernan #SL2017”

www.nwacademy.nhs.uk
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Lively conversations, table discussions and open space questions led to the
development of some key questions for delegates to take away from the day:How do I ensure all
the people I work
with will enhance my
view of the system?

How do I as a system
leader create networks
of generosity?

What are the meaningful
experiments to do so
we can learn together
about what works?

What does my team
need from me so that
I can help them?

Reflections

671

total Tweets

social ties and the bonds of trust that

from Claire
Tomkinson,
Manchester’s
Local Voluntary
and Community
Sector Support Organisation

makes teams function, but these aren’t
reflected in the formal hierarchy.
We’ve seen this lot in our systems
leadership approach in South
Manchester. Participants feel they can’t
always change the formal structure

“One of things that Margaret said

of their organisation, but they can

that I’ve been reflecting on the most

change and influence their role in the

is that we spend too much time

informal network and how they work

thinking about the bricks. We can all

with others outside of their normal

visualise the formal hierarchy of our

organisational boundaries. They know

organisations and see the roles and

everyone, help everyone and recognise

job titles stacked up like bricks. When

that it’s important to do a good job, but

recruiting we look for the perfect

that it’s equally important to be a good

candidate with the most relevant

person, do the right thing and stick to

experience and expertise that makes

their values.”

them the best person to do the job. But

Catch the full highlights from
the day on Twitter via the
#SL2017 hashtag

do we think enough about the mortar?
What is happening between people

263,268

that hold them together? These are the

Developing systems of Accountable Care

total unique reach

01
09

greater manchester

Frimley Health

02
South
Yorkshire and
Bassetlaw

08

03

West Berkshire

Northumberland

total absolute reach
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5th Oct

Cheshire and Merseyside

07

1,000,000

Find out more about the
developing Accountable
Care agenda through a
series of events hosted by
AQuA here in the NW:

04

Luton, Milton
Keynes and
Bedfordshire

Nottinghamshire

06
dorset

05
Blackpool and
Fylde Coast
Potentially spread to other parts
of the Lancashire and South
Cumbria STP

focusing on two local new
care model vanguard areas:
Greater Nottingham and the
South Nottinghamshire

12th Oct

Greater Manchester

14th Oct

Lancashire and South Cumbria
www.aquanw.nhs.uk/events/

Supporting the
development of
place-based and inclusive
system leadership
Realising the ambition of an integrated health and
social care system that will contribute towards
a progressive and healthy society for our citizens
lies at the heart of our collective endeavours.
The NHS NWLA has a defined role in supporting leaders throughout
the system, including citizens, and we are testing and exploring
a range of different approaches to achieve this vision.

Strategic Aims

Strategic Approach

Types of Intervention

Values

Building leadership
for inclusion

Creating the conditions
for inclusive leadership
to flourish in place
for the system

Bespoke targeted
support following
dialogic intervention

Vision

Developing systems and placebased leadership at all levels
to support population health

To connect our networks and
leaders to enable greater
collaboration and sharing

Space to sense-make,
co-create new knowledge,
and Support work ‘in place’

Mission

The diagram below shows how the NHS NWLA is developing new interventions and ways of
working to further enhance place-based and inclusive system leadership at all levels to improve
population health.

Shaping and developing
inclusive and systemsfocused talent management
and succession planning

To develop capacity
and capability

Support and development to
enable new ways of working

www.nwacademy.nhs.uk
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Communities of Practice
to Support Systems
Leadership
for ‘communities of practice’ (CoP) to

“We need to gather the
knowledge, experience,
expertise and wisdom that
are present everywhere in
the system. We need to come
together with common purpose
to discover the new practices
for the future, and the
promising practices already
underway. Communities of
Practice can be a supportive
container for this challenge”

emerge and evolve across the system.

Myron Rogers, 20161

Looking for spaces to connect
across boundaries, share
knowledge and learn together…
You have told us there is a need
for more open, informal spaces
to connect with others inside and
outside of professional groups,
organisations and localities.
Talent Management, OD and
Inclusion practitioners in particular
are keen to build and nurture links
across their respective specialisms.

What are ‘communities of
practice’?
CoPs is a term used to describe
groups that come together around a
common area of interest and activity2.
Members of a CoP negotiate, learn
and make sense of their joint activity,
developing shared knowledge and

There is also a call for forums that

resources through sustained, social

are inclusive of both citizens and

interaction. CoPs are not bound by

professionals working in the public and

formal, institutional structures and

voluntary sector. People are seeking

often operate across organisational

new settings to discuss and learn more

boundaries.

about issues that matter to them in the
shared pursuit of improving population
health and wellbeing.

Working with you to create
the conditions for emerging
communities of practice…

As CoPs are self-managing and selforganising groups that set their own
agendas, our role is to create the
conditions for their emergence and
development. We are working towards
identifying and connecting existing
CoPs, and developing the technological
and social infrastructure needed for

There has never been a more important

them to flourish. This ambition is in

time for us to support you in finding

line with the objective of “extending

the right kinds of spaces to enable you

and linking relevant communities of

to progress your thinking and practice.

practice” to support leadership and

We are currently working with North

talent development outlined in the

West Employers to commission an

‘Developing People - Improving Care’

offer aimed at creating the conditions

Framework.

If you are interested in speaking with us about this emerging piece of work
please contact us at nwla.info@nhs.net or phone us on 0161 625 7348.
10 Leader | www.nwacademy.nhs.uk

1 Communities of Practice for System Leadership,
2016. NHS London Leadership Academy http://www.
londonleadershipacademy.nhs.uk/sites/default/files/
Communities%20of%20Practice%20Primer%20KSS%20
LLA_v1.pdf
2 The term originates in work by Etienne Wenger and Jean Lave,
and was further developed in Wenger’s later work.
3 http://www.centreforwelfarereform.org/uploads/
attachment/402/the-trouble-with-personcentred-planning.pdf

Citizen Talent
CoPs aim to support the connectivity
of work as close as possible to
‘place’, enabling people to work
together in a different way to
progress thinking and translate

understanding that we are all ‘citizens’,
in order to create the conditions for a
purposeful (and often difficult!) shift
in mind-set. We aim to move from
delivering healthcare to people, to
delivering healthcare with people – a
subtle, but significant change.

ideas into practice. The NHS
NWLA has provided grants
to fund activity that supports
evidence-based and experimental
work across the system.

‘Expert in Me’ Coffee Morning

John O’Brien, a pioneer of personcentred planning describes a ‘veil of
indifference’ which is created by and
exists between the ordered systems
Sharing what’s important to you

Gail Mann and Heulwen Sheldrick,
Clinical Leads at Bridgewater
Community Healthcare NHS Foundation
Trust, share below how their ‘Expert
in Me’ project, partially funded by
a 2016/17 NHS NWLA grant, has
advanced their thinking about patientcentred care and recognising the
‘talent’ within our communities. This
project is making great strides in
developing a model for improving
citizen involvement in their own care
and in wider service design. They are
working collaboratively across agencies
to deliver services more attuned to
citizens’ needs.

“‘Expert in Me’ is a network of people
who live and work in Warrington,
who want to promote better (i.e.
more equal and effective) health and

Want to understand more
about how to create
conditions for system
leadership? We have been
inspired by this article from
Peter Senge et al:
https://ssir.org/articles/entry/
the_dawn_of_system_leadership

care conversations. We have set out
to recognise the talents of all in the
community (formal and informal,
employed staff and citizens), with the

designed to provide healthcare, and the
‘lifeworld’ of the citizens served by that
system3. He says we need to actively
lift the veil to work in truly personcentred ways. With Expert in Me, our
purpose is to effect change by raising
awareness of the benefits of better
healthcare conversations for citizens
and practitioners. We have stepped to
the edge of the system, orbiting our
approach around the lived experience
and perspectives of those on the
receiving end of services and looking to
connect with all and any partners who
identify a shared purpose.
Accepting that true citizen involvement
takes work (partially due to this ‘veil of
indifference’) has enabled us to develop
new relationships with community
representatives. Through collectively
exploring our different perspectives in
an encouraging, patient, respectful,
and challenging manner, these
relationships have already provided
a richer understanding of necessary
service developments. Crucially, this
open mind-set ensures we don’t lose
sight of what is important to and for
the people we serve.”
Gail Mann and Heulwen Sheldrick, Bridgewater
Community Healthcare NHS Foundation Trust

Exploring different views and values

www.nwacademy.nhs.uk
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Shaping the
Inclusion
Strategy for the
North West
Exciting times at the NHS North
West Leadership Academy as we
shape our North West Inclusion
Strategy in collaboration with you
and our partners
In July 2017, we held a hugely successful one-day
event in Manchester, which set the scene for
Inclusion in the region and brought together a
range of colleagues from across the health and
social care landscape. The session allowed us
to reshape our collective approach to driving
forward equality, diversity and inclusion
across the local health and care systems.
Ian Mello, Senior Facilitator - Inclusion, facilitated the session,
providing a real sense of passion and commitment, as an advocate
of inclusive leaders across the region. We engaged with and learnt
from each other, discussing real world examples of positive change
and new ways of thinking.

“We have the ability and talent to bring organisations
together; to forge new relationships across diverse
boundaries using innovation and embrace coproduction at a more localised level. We all need to
demonstrate leadership that is both inclusive in the
broadest sense of the word and set a new narrative
with the patient, citizen and carer.”
Ian Mello

12 Leader | www.nwacademy.nhs.uk

Ian gets things started

We received excellent feedback,
giving us insight into how our
Inclusion leads want to work with
us to move forward on this agenda.

“ Looking forward to the
next conversation ”
“ A great start for putting EDI on
the agenda, lets carry on ”
“ Meaningful conversations with
colleagues/Board/people ”
“ Encourage the right

discussions locally, mainly the
impact at the right time ”

“ Keep listening, questioning
and challenging ”
“ Very well organised and facilitated,
interesting conversations ”
Engaging in conversation

Evaluation feedback
from the event
Top three themes:

01

02

03

Disruptive thinking/”break more
rules” - Our participants were
keen on collectively voicing the
need to move away from the
status quo, being more positively
“rebellious” and causing disruption
to shift change in thinking which
would lead to change in actions
Lived/learned experience – aligned
well to the Building Leadership
for Inclusion (BLFI) National
Inclusion Strategy which supports
the importance of learning from
lived experience and allowing
for voices to be heard
Networking/collaborative working
– Understanding the importance
of networking beyond own
organisations and across system
to encourage partnership and
collaborative working/sharing
ideas and best practice

Strategy taking shape

So what now?
Keen to keep the momentum going and ensure this is
not ‘another talking shop’ we are already working on
developing a draft inclusion framework and strategy
from the outcomes and feedback of the event.
We want this to be dynamic and flexible whilst also
entailing some benchmarking or audit aspect so it’s not
just a document that can be read and left on the shelf!

What does this
mean for key
leadership
roles and
behaviours and
levels?
How can we ensure
that there is a
central requirement
for citizen input
into the framework
to triangulate the
organisational
narrative?

How can
commitment be
demonstrated
and measured?

Strategy
Development
Are existing
plans and
policies fit for
purpose?

How does this
feature in OD
strategies?
What role does
the inclusion
agenda play in
workforce planning;
operational plans?

To ensure an inclusive approach and allow all those interested to
contribute to the strategy/framework, we will be ‘working out
loud’ and encouraging people to get involved via social media as
well as usual communication channels.

We will be asking you to share the draft strategy/framework across
your networks, and yes, challenge us and disrupt our thinking!!

If you would like more information or would like
to get involved, please get in touch @NHSNWLA
or nwla.info@nhs.net.
www.nwacademy.nhs.uk
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Talent Management in a
“Systems can be defined by the people
working within them and by the people
working outside them. Some systems
will have been working collaboratively
for years, and some will just be starting
to form relationships”
NHS Improvement, 2016 1

There is a general consensus that
our healthcare leaders will need
to work differently in the future,
taking on a multitude of novel roles
and relationships that traverse and
reconfigure traditional organisation and
service boundaries (Kings Fund, 2014)2.
We have been working with a consortium of
development providers to engage colleagues
across the breadth of the public sector to
identify some of the behaviours that will
be vital to realising the vision of a more
integrated health and care system. This work
underpins our ongoing efforts to support
aspiring and senior talent to become
successful system leaders, able to flourish
in these dynamic, complex environments.

Co-creating a vision for the future

specific organisations, roles and

roles in the room, reflecting on both

resources. The rich pictures thus

enabling and obstructive behaviours

provided a shared, visual ‘definition’ of

across the public sector. Opportunities

the system to work with in the ensuing

for, and challenges to, nurturing

discussions.

system leadership were debated, and

Participants then explored
and prioritised the kinds of
leadership behaviours needed
to pioneer, shape and navigate
these systems to deliver our
shared ambition of improving
population health and wellbeing.

participants probed the strengths and

Discussions were vitalised by the diverse
array of experiences, viewpoints and

Our ‘cross-sector’ event in late June kicked
things off when stakeholders from across the
public and third sector came together to explore
system leadership behaviours. Animated by
common socio-political drivers to forge greater
cross-sector collaboration and integration,
participants began the day by co-creating ‘rich
pictures’ of population health and care systems
for the future. These images illustrate the
different elements and inter-relationships that
might constitute ‘the system’, from various
community groups and social networks to

14 Leader | www.nwacademy.nhs.uk

An example of one of the rich pictures

weaknesses of a range of models and
frameworks currently in use within and
across the multiple sectors.
Thirteen key behavioural themes
for effective system leadership were
identified as a result of this event
ranging from ‘building trust’ to leaders
who are prepared to ‘do things
differently’.

Dynamic System

The response to this phase of the
project has been fantastic. People have
been voting and commenting on the
key themes, adding in their own, and
engaging in ongoing discussion and
critique online and in social spaces.
With ‘authenticity’, ‘co-creation and

In line with our original aim of gathering a broad range of views, we
have since been running an online ‘crowdsourcing’ phase to invite
further participation and discussion on these themes.

Thirteen key behavioural themes
for effective system leadership FROM
THE CROSS-SECTOR EVENT

collaboration’ and ‘relationship-building
and advocacy’ garnering the highest
number of votes, we are now busy
analysing the rich qualitative data captured
in the online discussions.

As this project progresses, we will
continue to ‘work out loud’ with
you wherever possible, sharing the
evolving discussion and debate
so that everyone is able to access
and build on this approach.
The emerging findings will help us to
identify what we need to be paying

Doing Things
Differently / Trying
Something New

Personal
Leadership

attention to in leadership development,
and how best to support our aspiring
leadership talent to develop the behaviours

Mind-set

needed to successfully navigate and
forge constructive connections across the

Ownership &
Accountability

Delivery

system.
We are interested to see what develops “in
place” and how this work complements
local, regional and national developments

Relationships
& Advocacy

Leading Others
/ Enable Others

Thirteen
Behaviours

Community /
Holistic Thinking

Trust
Collaboration
/ Co-Creation

that are proposed for each of the four
regions of the UK.

Visionary &
Shared Direction

System
Influence

including the regional talent boards (RTBs)

Brave /
Courageous

1 https://improvement.nhs.uk/uploads/documents/In_It_Together_vFF_v2.pdf
2 https://www.kingsfund.org.uk/sites/default/files/field/field_publication_file/system-leadership-october-2014.pdf

Is your local system collaborating on
talent management and have you got
some promising practice to share?
We are working with the network of
Local Leadership Academies and will
be offering a grant for action research
to aid the spread of this approach.

Please do stay in touch and continue to
share your thoughts on Twitter using
#transformtalent
www.nwacademy.nhs.uk
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Is there O with D?
The Transformation
of OD into System Development
The transformation towards new ways of working
from ‘health’ to ‘health and social care’ requires subtle
yet crucial shifts in thinking from working ‘for the
patient’ to ‘for the citizen’ or re-aligning professional
identities from the ‘organisation’ to the ‘system’.
There is a recognition that the language and stories our leaders use
to describe transformation is crucial in creating the shared purpose,
narrative and drive behind the change. In a recent conversation
regarding developing a system-wide OD strategy a reflection
back to us was ‘[I’m] not convinced there is an O to D’.
This is by no means negating the importance of the founding values of OD or
those working to apply them within organisations. It is about recognising the
current climate of organisational transition and balancing the consideration of the
system from an organisational perspective. The transformation of OD into system
development is certainly making us question whether there is still an O with the
D and importantly, what does working at a system level mean? We know that
developing a dialogic mindset can help use of self in complex environments, which
we are reflecting in our own practice.

Supporting OD practitioners to identify system practice:
In previous Leader editions we have shared learning from a pilot in the North West
which is striving to create a process by which OD professionals can claim competence
of working at varying levels within the system. The ethos of this project is to be asset
based and to look to learn from those already working in the system about what
constitutes working at a system level and how we can provide a process for claims to
be evidence based and validated. What we are learning so far is:

Sharing learning throughout
the process helps
understanding of the breadth
of evidence considered to
be reﬂective of systems
working and therefore
potential examples to feed
wider development

Participants are being
encouraged to reﬂect on the
shift in mind set and behaviour
working at a system level
is requiring of them from
working at an organisational
level and the rationale or
reﬂection on this is important
in demonstrating system
level thinking and approach
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Technology is an important
asset in ensuring conversations
can continue despite not
being geographically together
enabling connections between
practitioners across the region

“transformation requires
moving purposefully into
the unknown. And all we can
rely on is that we will be
surprised.”
Michael Ciszewski

National OD
Practitioner Claiming
Practice programme:
“Are you system OD ready?”

Global OD Practice Framework
(Organization Development Network, 2016)

Following our regional pilot, the NHS
Leadership Academy and NHS Employers
are working in partnership to scale and
spread the model. The ambition of this
project is to empower the OD community
to be capable in all aspects of OD practice
to meet the transformational challenges
head on. 28 OD practitioners from the
North West are on the pilot. The process
builds in the Organisation Development
Network (ODN) ‘Global OD Practice
Framework’ which is outlined in the
diagram.

Place Based
OD: The
Place to Be!

Do OD are exploring ‘place based OD’ and are having conversations
with the OD community from which a narrative is being created
‘what is’ and ‘what if’ and looking to answer “what does placed
Based OD mean?”
GET IN TOUCH WITH @NHSE_DOOD OR EMAIL DO.OD@
NHSEMPLOYERS.ORG TO BE PART OF THE CONVERSATION.

What is happening in
place in the North West?

for 70 managers linked to developing core

We are designing the grants process for this

a clear shift in thinking and leadership style

year to support organisations and systems with

between pre-training analysis and post-training

systems OD, leadership, talent management

evaluation for attendees. Participants displayed

and ED&I. Here is a short example of the early

behaviours linked towards a collaborative

outcomes from the OD&I Grant process last time

leadership style, which included moving away

that is having an impact on the Wirral to whet

from ‘fix everything’ mentality to “encouraging

your appetite.

goal setting conversations that raise awareness

Wirral Community NHS Foundation
Trust –Creating spaces for
dialogue, sense making and
collaboration through a Coaching
Culture Programme
Wirral Community Trust utilised their OD&I grant

skills from these new frameworks through
adopting a coaching approach. There was

(which) could liberate colleagues to find their
own solutions and take greater responsibility
and ownership of issues”. The first cohort of
the programme have gone on to volunteer to
support colleagues within future cohorts through
the facilitation of coaching ‘trios’, encouraging
the initial development of a coaching culture
within the organisation.

to implement a coaching culture programme

Watch out for more news on the upcoming grant process! For more information contact please
contact us directly at nwla.info@nhs.net / 0161 625 7348 or tweet us @NHSNWLA

www.nwacademy.nhs.uk
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SUPPORTING OUR EMERGING LEADERS
As the wider environment for health and care
leadership is shifting, it’s time for us to refresh what
we’re offering to emerging leaders.
Understanding the context

Localisation of the Mary Seacole Programme

Earlier this year, we funded two
activities to inform our thinking:

The Mary Seacole Programme is one of the NHS
Leadership Academy’s flagship core programmes,
aimed at those looking to move into their ﬁrst formal
leadership role or those new to ﬁrst-time leadership.

The first was a project led by NHS Graduate
Management Training Scheme (GMTS)
trainees to identify how managers can
support emerging leaders; the second
was a networking event for managers
and mentors to explore their needs in
identifying and nurturing emerging leaders.

Emerging leaders need to:
• be challenged and stretched by having
authority and accountability;
• be supported with networking and
exposure at all levels, to clinical and
non-clinical activity, across the health
and care system;
• know that it’s OK to fail and get support
to learn from failure;
• be exposed to, not protected from, the
realities of leading in health and care;
• connect to emerging leaders with all
routes to leadership.

Managers and mentors need to:
• share and learn from each other,
through informal as well as formal
channels;
• have a support community where they
can explore challenges, test ideas and
share good practice;
• be enabled to progress their own
development;
• stay informed of current thinking and
opportunities, for themselves and the
emerging leaders whom they manage or
mentor.

The NHS Leadership Academy (NHS LA) has recently created a
local licence model with a number of key benefits:
• Programme facilitators are trained locally therefore increasing capacity to
deliver to a higher numbers of participants within the local system.
• Localisation creates a community of hosts, facilitators and participants
who will support each other in their leadership journeys.
• The participant cost is reduced from £995 (NHS subsidised rate) to around
£150 so the programme will be more accessible to our emerging leaders.
We see this as a real opportunity in the region and and we are therefore purchasing
three licences, one for each STP footprint here in the North West. Host organisations
within the footprints will take the lead in delivering key aspects of the programme,
from recruiting facilitators and participants to delivering and evaluating cohorts.
We were delighted by the level of interest and the response from our members to
assess demand and agree who will host and facilitate.

MARY SEACOLE LOCALISATION IN THE NORTH WEST
Host in Cheshire and
Merseyside:

Joint Hosts in
Greater Manchester:

Royal Liverpool and Broadgreen
University Hospitals NHS Trust

Central Manchester University Hospitals
NHS Foundation Trust

karen.mattson@rlbuht.nhs.uk

stacy.bullock@cmft.nhs.uk

Host in Lancashire and
South Cumbria:

and

Lancashire Care NHS Foundation Trust

University Hospital of South Manchester
NHS Foundation Trust

maggie.blair@lancashirecare.nhs.uk

bethany.darbyshire@uhsm.nhs.uk

If you would like to find out more or register your interest,
your host would love to hear from you.
18 Leader | www.nwacademy.nhs.uk

NHS Graduate Management
Training Scheme
It’s that time of year again!
Welcome to the 16 new trainees who have just
joined GMTS in the North West and good luck to
the trainees who are moving into their ﬁrst postGMTS roles (more about this in the next edition!).
We had almost 130 bids for just 30 placements!! Well done
to the lucky few who have been allocated trainees.
We’re looking forward to working with trainees and their
managers to develop the next cohort of emerging leaders
supported through GMTS.

What’s Next?
All these themes and activities sit
alongside the increasing role that
apprenticeships will play at every level and
our commitment to talent identiﬁcation
within organisations and STP footprints.
The NHS NWLA’s Regional Emerging Leaders
Steering Group (RELSG) is a perfect vehicle for
driving our emerging leadership agenda.
To build on the work we’ve already undertaken, our learning from
new activities like Mary Seacole localisation, the energy and drive
of our talent management and leadership communities and the
expertise of the cross-sector organisations with which we work,
we are planning a visioning event which will explore, shape and
connect the future of the emerging leadership agenda.

We want this to be a wide-reaching and truly inclusive event – so if
you are an emerging leader or have a role in or passion for spotting
and developing our next generation of leaders, please get involved.
This full-day event will take place on 13 November 2017 and
promises to be informative, activity-packed and thought-provoking.

Save the date, look out for more information in the
coming weeks and let us know through Twitter or by
emailing nwla.info@nhs.net if you want to get involved.
www.nwacademy.nhs.uk
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Coaching and
Mentoring Our Journey
Looking Back and Moving Forward
With our 10th Year Anniversary in full swing, we wanted to use this
opportunity to take a special look at the journey our coaching and
mentoring schemes have taken over the past few years and look at where
we’re moving forward to next.
Have you got a memory of Coaching and Mentoring from the last 10 years? We’d love to
hear your stories and experiences on our anniversary hashtag #PROUDx10. @NHSNWLA

Looking Back

were aware that there are many synergies

The NHS North West Mentoring &

similarities and differences has enabled us

Coaching Scheme was introduced in

to align, where appropriate, maximising

2004 & 2007 respectively. Its aim to

opportunities and making best use of our

support our member organisations

resources on behalf of our members.

between the two. Acknowledging these

to develop leadership capability at
all levels, enabling leaders to deliver
safe, compassionate services and
to improve population health.

That impact from both coaching and
mentoring can be tangibly measured in
terms of improved staff engagement,
patient experience, service improvements,

The NHS NWLA has sought to pioneer,

growing individual skill and confidence. It

embed and mainstream inclusive coaching

is widely recognised that establishing and

and mentoring interventions throughout

embedding a coaching culture improves

the health and care system to stimulate

personal performance and organisational

and support our diverse leadership talent

success while delivering more effective

to be responsive to the current health and

outcomes for patients and service users.

care climate.
Benefits of Coaching & Mentoring - The
benefit of developing the coaching and
mentoring schemes within organisations
is widely recognised and is seen as one of
the most powerful and cost effective ways
of developing individual and organisational
performance. In 2014 the NHS NWLA
undertook a major review of both our

Key factors in this include:
• Developing people at all levels and
bridge the gap between potential
and performance
• Engage people to take personal
responsibility, innovate and
establish new ways of working in
line with organisational values

mentoring and coaching schemes as we

Current Members
of the Coaching &
Mentoring Hubs:

Over1100

Coaches and coachees

Over 3000

Mentors and mentees

Thousands of individuals across the North West currently access the coaching and mentoring hub, with over a hundred new
users every month – get in touch today to find out more
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Moving Forward
A new system and more inclusive
approach to Coaching and Mentoring

Calibration
ensure our offer is
inclusive & diverse

Collaboration

co-creation

to improve access
& nurture the maturity
of the offer

improved reciprocity
between the NWLA &
Member organisations

Our brand new NHS NWLA Coaching
and Mentoring Hub was launched at the
end of May 2017 and already users have

activity and new relationships formed.

developing cross sector coaching and

begun to see the difference in the way

Make sure to check it out yourself via our

mentoring opportunities and maximise

they can access and manage coaching and

website - www.nwacademy.nhs.uk/

developing systems thinking. There will

mentoring. Supporting users to search for

coaching-mentoring

continue to be available opportunities

and match to mentors and coaches more
effectively, enabling the ability to register
onto upcoming CPD events and share
resources. Feedback has been very positive
and we have seen an increase in hub

With the support from our Coaching
& Mentoring Champions, we also have
opened access to the system to allow
potential coachees to seek coaching
via the scheme through their internal
coaches within their organisation. Having

October 2017:
Coaching and Mentoring 10 Year
Anniversary Month and Autumn
Network Learning Event
We have recently confirmed our
forthcoming 17/18 Coaching and

through the Interchange programme, our
joint venture with North West Employers.
To find out more information about this
please access here – www.nwemployers.
org.uk/what-we-do/networking-andconnecting/interchange-2/

also aligned to the European Mentoring

Our future focus for the development

& Coaching Council (EMCC) guidelines

of Coaching & Mentoring in the NHS

on requirements to be a coach on our

NWLA and the hotspots for reflection

scheme this allows an approach to

by the academy and its members are

coaching which supports our vision of

demonstrated above in the 3 C’s

developing an inclusive coaching and

Calibration
Collaboration
Co-creation

mentoring culture across the North
West. The next steps would be to look at

Mentoring Autumn Network
Learning Event, which will be held
at the Aintree Racecourse on
Friday 27th October 2017 (also
celebrating National Mentoring
Day!).
We are already booking up fast but
to ensure you confirm your place for

Upcoming Key Dates

Coaching &
Mentoring
Activities

the day access your account via the
coaching.nwacademy.nhs.uk/ or
the mentoring.nwacademy.nhs.
uk/ and click on the events tab to
register for the day.
As part of our 10 year anniversary
campaign, each month is dedicated
to a different topic and we are
excited to announce October 2017
will be Coaching and Mentoring!
Our team are thrilled to be taking
over Twitter to bring you the latest
thinking on coaching and mentoring,
activities, articles and blogs. If you

One of our BRAND
NEW features for the
Coaching and Mentoring
Hub is a new events tab
which can be located
within your profile.
This tab will contain details
of all our upcoming events
where you can book onto
exclusive CPD events as a
scheme member.

Autumn Network
Learning Event
Coinciding with National
Mentoring Day, our Autumn
Network Learning Event, this
will be held at the Aintree
Racecourse on Friday 27th
October 2017.

Coaching and
Mentoring Champions
Training
Our most recent Coaching
and Mentoring Champions
Training Session took place on
the 14th September but these
are regularly run throughout
the year. Please contact us
for further information on
our Coaching and Mentoring
Champions network.

Mentor Development
Days and Mentee
Awareness Session
We will continue to have our
monthly Mentor Development
Days and quarterly Mentee
Awareness Sessions
throughout the year; regions
are rotated regularly so there
will always be one for you.

Coaching Supervisor
Training and Coaching
Refresher Workshop
If you are interested in
becoming a trained coaching
supervisor to support coaches
across the North West region
or are a trained coach part
of our North West Coaching
register who wishes to refresh
and update their skills. Please
express your interest to us via
the contact details below.

have ever been part of a coaching
or mentoring relationship, join in
and share with us your stories and
thoughts.

To find out more about booking onto one of the above events
please contact us at nwla.coachingandmentoring@nhs.net
www.nwacademy.nhs.uk
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Understanding
the Impact of
Leadership
Development
Activity
The Journey so Far

At face value the word evaluation
doesn’t always create a buzz of
excitement. However, put another
way as understanding impact and
eﬀectiveness, it helps to emphasise
its importance as we seek to ensure
the best use of public money.
With a long history of evaluating our interventions, we
have taken the opportunity to refine our approach using
the Leadership Development Evaluation Framework, jointly
developed between the network of Local Leadership
Academies and the NHS Leadership Academy.
It has been an interesting and insightful journey to pilot and refine.
Together we have undertaken a systematic evaluation of a range of
leadership development interventions to understand their impact.

So what does the
framework do?
In essence the framework offers a structure in line with the
Kirkpatrick model of evaluation (see www.kirkpatrickpartners.com
for more information). It is built around four key elements and
provides a structure for considering outcomes and measures from
an individual to system level.

Plan

share
& learn

Evaluation
approach

reflect
& Report
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Gather
evidence

What have we learned locally?
In 2016/17 we submitted evaluations for: system leadership grants, network learning events, masterclasses, the
Leadership for Integration (L4I) programme, coaching and mentoring activity, as well as GMTS events and the i2i
programme. Here are some highlights:
The i2i programme
Participants reported a positive
impact on sense of self,
confidence, resilience and
ability to influence, inspire
and drive strategic change.
They highlighted an increased
sensitivity to, and flexibility

towards, the needs of the
audience when telling their
story and the use of a diverse
range of tools and techniques
to successfully get their
message across.

• There was clear evidence of interventions having an
impact at the individual level, particularly in terms of
confidence

L4I
Evidence suggests that the
programme had a catalytic
impact for participants; raising
awareness of the importance
of integration and the
opportunities it brings, as well
as exposure to fresh insights

and innovations from other
systems. Increased exposure
through elements of this
programme directly influenced
the shape of locality
transformation projects.

Strategies for Increasing Personal Impact
Pre and post measures showed
an increase in participants’
confidence in their ability to
‘step up’ to the next level in
their leadership journey, as
well as improved insight into

the barriers to progression.
Participants reflected
increased understanding of
the ‘inner critic’ and tools and
techniques to boost self-belief.

System Leadership Grant
In a case study update from
one grant recipient, multiple
bespoke interventions
have reported enhanced
leadership skills across the

And at a national level…
A recent “deep dive” into the first 35 evaluations
submitted nationally was carried out by
Lyndsay Bunting, Deputy Director, East Midlands
Leadership Academy. It found that:

target audience, strengthened
networks and enabled the
delivery of strategic change
that has improved service
delivery.

• Participants have taken away key messages and learning
in line with the aims of the programme or intervention
• There are sound skills in data collection and use of
quantifiable methodology throughout the evaluations

And what might we improve?
Nationally there was good evidence of individual
level learning, the cumulative evidence indicated:
• More consistent evidence of the application of skills
would be helpful to establishing the impact of leadership
development
• More emphasis on organisational performance measures
and qualitative evidence of impact and meaning, in
collaboration with participants and organisations, would
also enhance outcomes further

This year’s evaluations will focus more deeply on
understanding organisational and system level impact
and we will continue to share at a national level.
There is growing interest in the data that we are collecting
with plans for both the framework and insights from the
information gathered to be published for wider readership.

Coaching Train the Trainer
Individuals reported enhanced
confidence in their ability
to deliver coaching skills
programmes and in their own
coaching practice. Participants
report a greater appreciation
within organisations, of the
value of coaching as a cultural
norm. There is also greater
organisational recognition

for a strategic approach to
developing an organisational
coaching culture. Increasing
internal capacity and capability
to develop coaching skills was
also recognised to reduce the
need to use external providers,
so contributing to QuIPP/ CIP
targets.

WE ARE INTERESTED IN YOUR VIEWS:
What evaluation methods have you experienced or employed
to understand the impact of leadership development activity?
Share your thoughts @nhsnwla or via NWLA.info@nhs.net
www.nwacademy.nhs.uk
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Platform for
Transformation
Leadership
Programme

What previous
participants
had to say…
“One of the most
powerful learning
experiences I have had”

Coming Soon!

“The best course I
have been on in a
long time”

Following on from our hugely successful
Centre Stage and i2i - Impact Inspire Inﬂuence
programmes, the Platform for Transformation
Leadership programme is on its way to your STP
footprint this Winter.

“Encouraging,
interesting and
inspiring”

“I feel empowered
with self-belief and
self-worth”

“A phenomenal presenter
who role-modelled the
approach we were learning
throughout the 2 days”

The programme supports leaders to step up with self-confidence, courage, belief and
authenticity to enable them to have impact and personal influence to deliver and
embody strategic vision and ambitions. We are hearing repeatedly about the need for
this type of support given the challenging nature of some of the communications for

“I can see that it will
really inspire and
change my practices”

our leaders across the system.

The 2 day programme covers areas including:
Resilience under
pressure and
scrutiny

Working collaboratively
and across wider
systems

Working with and
influencing those who have
different views/opinions

Taking
calculated
risks

Motivating others,
recognising unique
perspectives, contributions
and experience

Adapting
communication style
to suit a variety of
audiences

To express an interest in this programme please email lucybullock@nhs.net.

NHS North West Leadership Academy
5th Floor, 3 Piccadilly Place, Manchester, M1 3BN

@nhsnwla
Follow us on twitter and join in the conversation

Moral purpose
Passion for doing
the right things at
the right time for
service users

