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Boss vs Leader




Interdependent dimensions of High-Impact Leadership

New Mental Models

How leaders think about challenges and solutions

High-Impact Leadership Behaviors

What leaders do to make a difference

IHI High-Impact Leadership Framework

Where leaders need to focus efforts
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Warren Bennis

f_eadership is about getting
people to want to do the right
thing.o

fGood leaders make people feel that they@e at the very heart of things, not at the periphery.
Everyone feels that he or she makes a difference to the success of the organization. When that
happens, people feel centered and that gives their work meaning.o



New mental model?




It cand be like this, either. . . ..
. The Choluteca Bridge, after Hurricane Mitch




Some fundamentals

(Embracing) Complexity
Shaping Culture
Collaboration




1. Accepting complexity

For every complex
problem there is an
answer that is clear,

h H :
i simple, and wrong.
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Leading In complexity

Stacey Matrix: Approaches
° Direct

6 Change Work Processes
o Modify Structure
o Convene and Intervene

° Convene

e Examine, Describe Patterns

o Seek Patterns

Far from

Agreement

Agreement

Far from
Certainty

Close to

Close to

Certainty

http:// www.plexusinstitute.com/edgeware/archive/think/main_aides3.html



Some tools

Snowden, HBR 2008

Complex
Frobe, Sense, Respond

Explore to learn about problem, then
incpect, and then adapt

Reguires creative/innovative approachec
Create cafe—fail environment for
experimentation to diccover patterns
Increace levels of interaction/communication
DPomain of emergence

we’ll know in hindéiﬂh‘f'

More unpredictable than predictable

Chaotic

Act, Sense, Respond

Act immediately then incpect to cee if
situation has ctabilized, then adapt to 1")/‘5
to migrate context to complex domain
Many decicions 1o make; no time to think
Immediate action 1o reectablich ordev
Look for wwhat works inctead of riﬂh‘f’
ancwvwers

DPomain of the novel

No one knowncg

No clear cauce and effect

Complicated
Sense, Analyze, Recpond

Accecs the cituation, in\/eg‘ﬁﬂa‘f'e ceveral
options, bace response on 300d practice

Uce experts to 3ain ingigh#‘

Uce metrvics to 3ain control

Domain of good Prao‘ﬁoeg

Multiple V13h+ answer<

Cause and effect are diccoverable but not
immediately apparent

More predictable than unpredictable

Simple
Sence, Categorize, Recpond

Accecs cituation facts, oa‘f‘eﬁorize them,
base response on ectabliched Pra&‘f‘ioe,
Domain of bect practicec

Stable domain (not “k&lﬂ to ohanﬁe)
Clear cause—and—effect Vela‘Honchin
are evident to everyone

A corvect ancwer exicts

Fact—baced managemerﬁ
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Leadership of complex systems

Destablilise the existing system
Set some order generating rules

Allow solutions to emerge
Beware the persistence of deep structures and archetypes

Accept paradox and contradiction



Presume thaté

. YOU Will"Nave 10 address complexity wi
complexit

2. The solutions are non-linear

3. Youdl need a diversity of approaches

4. You will not have all of the answers

5. The power Is not where you need It to be




2. Culture eats strategy for breakfast

N7 he only thing of real
Importance that leaders do is to
create and manage culture.o

- Edgar Schein




Implicit Culture i Values,
Beliefs, Assumptions,
Purpose




Schein on Culture

Culture is a result of what an organization has learned from dealing with
problems and organizing itself internally

Your culture always helps and hinders problem solving
Culture is a group phenomenon

Dond focus on culture because it can be a bottomless pit. Instead, get groups
Involved in solving problems



Leadership and Culture

Leadership and culture must be looked at collectively i neither can be
understood by itself

Leaders should be conscious of culture otherwise it will manage them
Culture is a function of leadership and leadership is a function of culture

Cultural understanding is essential if leaders are to lead:

When leaders create groups and organizations they create cultures
Once cultures exist, leaders determine criteria for leadership (who will and will not be a leader i
and how)



What do these have in common?

NASA Challenger
BP Gulf Spill
Mid Staffordshire NHS Trust



Humble Inquiry

fiThe Gentle Art

of Asking Instead
of Tellingo

THE GEMTLE
AT OF AN ING
INSTEAD
OETELLMNG




Humble Inquiry

BUILDING POSITIVE RELATIONSHIPS AND BETTER ORGANIZATIONS

THE GENTLE
ART OF ASKING
INSTEAD
OF TELLING

Af a goal of conversation is to
/mprove communication and
build a relationship, then telling
IS more risky than asking.

Asking temporarily empowers
the other person and temporarily
makes me vulnerable.o




Dond walk past



http://www.youtube.com/watch?v=QaqpoeVgr8U

Dond walk past
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Q. iCARE@Y

YEOVIL HOSS
o*® MEALTH CARE

We do not accept poor standards of care in our hos :

The standard
you walk past is the
standard you accept

e ———————————————— —_
« It you are a member of siafl @nd have a concerm, then ACT E P 1
MY b b

« It you are a member of public and have a concem, then TELL US
by contacting our Patient Experience Team

}
'&L Tel 01935384706  Email pals @ydhunhs.uk Or scan
oY
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3. Collaboration

VULNERABILITY IS THE
BIRTHPLACE OF
INNOVATION,
CREATIVITY AND
CHANGE.



TRADITIONAL

LEADERS

COLLABORATIVE

LEADERS

ropdellofege

Believe Power comes
from their Position
of Authority

Maintain Ownership
of Information

Sometimes Listen to
Suggestions and ldeas
from their Team

Deliver the Approved
Solution to their Team

Allocate Time and
Resources Only when
Proven Necessary

Adhere to Specific
Roles and
Resposibilities

Fight Fires and Focus
on Symptoms

Review Staff Performance
Annually According to
Company Policy

ADAPTED FROM: Collaborative lead training co.

Believe Power is
greatestin a
Collective Team

Openly Share
Information and
Knowledge

Encourage
Suggestions and
Ideas from their Team

Facilitate
Brainstorming
with their Team

Enable their Team
by Allocating Time and
Resources Right Away

Allow Roles and
Resposibilities to
Evolve and Fluctuate

Seek to Uncover the
Root Causes of Issues

Offer iImmediate and

Ongoing Feedback and

Personalised Coaching

800GeC00




Discussion

What are your leadership fundamentals?
What (if anything) struck a chord for you in what | have said i and why?
What did you disagree with T and why?



High-Impact Leadership Behaviors

What leaders do to make a difference

\
. Person-centeredness Be consistently person-centered in word and deed
y,
\
Front Line Be a regular authentic presence at the front line
Engagement and a visible champion of improvement
y,
\
Relentless Focus Remain focused on the vision and strategy
y,
\
Transparency Require transparency about results, progress,
aims, and defects
y,
\
. Encourage and practice systems thinking and
. Boundarilessness 9 P ysie g
collaboration across boundaries
y,
High-Impact Leadership. Improve Care, Improve the Health of Populations, and Reduce Costs. Cambridge, MA: Institute for H
Healthcare Improvement; 2013. Available on www.ihi.org.




IHI High-Impact Leadership Framework

Create Vision
and Build Will

Driven by
Persons and
Community

Develop Deliver
Capability Results

Shape Culture

Engage Across Boundaries

Swensen S, Pugh M, McMullan C, Kabcenell A. High-impact Leadership. Improve Care, Improve the Health of Populations, H
and Reduce Costs. Cambridge, MA: Institute for Healthcare Improvement; 2013. Available on www.ihi.org.




IHI High-Impact Leadership Framework

Driven by Persons and Community

« Include patients on improvement
teams

« Start meetings with patient stories
and experience data

« Use leadership rounds to
model engagement with
patients and families

Develop Capability

« Teach basic improvement
at all levels

+ |nvest in needed
infrastructure and resources

« Integrate improvement with
daily work at all levels

Shape Culture

» Communicate and model desired
behaviors

» Target leadership systems and
organizational policies with desired culture

» Take swift and consistent actions against
undesired behaviors

Swensen S, Pugh M, McMullan C, Kabcenell A. High-impact Leadership. Improve Care, Improve the Health of Populations,
and Reduce Costs. Cambridge, MA: Institute for Healthcare Improvement; 2013. Available on www.ihi.org.

Create Vision
and Build Will

Driven by
Persons and
Community .

Deliver .
Results

Develop
Capability

Shape Culture

Engage Across Boundaries

Create Vision and Build Will

Boards adopt and review system-
level aims, measures, and results

Channel leadership attention to
priority efforts

Transparently discuss measures
and results

Deliver Results

Use proven methods and tools

Frequently and systematically review
efforts and results

Devote resources and skilled
leaders to high-priority initiatives

Engage Across Boundaries

Model and encourage systems thinking

Partner with other providers and
community organizations in the
redesign of care

Develop cross-setting care review and
coordination processes




Engage Across Boundari

Shape
Culture

Engage Across Boundari



Create\Wision
& Build Will
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Develop
Capability



Improvement Capacity Building:

Scotland@ Approach
Advanced Introductory Advanced
KnOWIedge < Know|edge > KnOWIGdge
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It doesn t{matter how [manys




Deliver Results
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Driven by
Persons &
Community



Working
together to
improve health
and social care

Citizen
Voice Hub

Citizen
Panel

f
/Gathering
Stories




Patient

Opinion

Every voice matters

& | MADE SURE
¢ MY MUM

COULD KEEP
" IN TOUCH

Ml WHAT'S YOUR STORY?




Almost7,200stories sharec

775+ staff listening

P T ——— .. - Z____ - ,_1“‘_

|Over2503ervice changes made as a res

80% of stories have a respon

Sourcewww.patientopinion.org.ulc February2017



http://www.patientopinion.org.uk/




Engage ACross
Boundaries



Scottish Stillbirth Rate
(per 1000births) 2000- 2015
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Shape Culture



Principle3:

dThe change goal must be defined
concretely in terms of the specific
problem you are trying to fix, not as
culture changee

Edgar H Schein
Organizational Culture & Leadership
4™ Edition
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