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Bringing NHS Impact to Life: 
Charting and Navigating the Journey 
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Fostering a Climate for Learning & Improvement

● Welcome

● Introductions

● Agenda & Overview
○ Leading Complex Systems: A New Mental Model
○ Exploring Cultural Change: Game Changers
○ Break
○ Panel Discussion: Lessons Learned in the Pursuit of a Management System
○ Action Planning for Change: Advancing Your Transformation
○ Closing Remarks
○ Reception
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The five components of NHS IMPACT
● Building a shared purpose and vision
● Investing in people and culture

● Developing leadership behaviours
● Building improvement capability and capacity
● Embedding improvement into management 

systems and processes





Leading Complex Systems: 
A New Mental Model 

Greg Young, Co-Founder and CEO of LeaderShape Global Ltd. 
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What are the biggest leadership challenges that 
you are now facing? 
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21st Century Stressors
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• AI / Machine learning
• Climate change
• Population growth
• Inequality
• Competition for natural resources
• Communications technology
• Multigenerational organisations
• Geopolitics
• Societal attitudes

• COVID-19
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Hockey stick world
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“Executives today face two competing demands. They must 
execute in order to meet today’s challenges. And they must 
adapt what and how things get done in order to thrive in 
tomorrow’s world. 

They must develop ‘next practices’ while excelling at 
today’s best practices.”

VolatilityV

ComplexityC

UncertaintyU

AmbiguityA

SOURCE: Ronald A Heifetz, Alexander Grashow & Marty Linsky, Leadership in a permanent crisis, Harvard Business Review

Adaptive Leadership for the 21st Century
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You know when you are living in a 
Complex Adaptive System when: 

Someone gets ill in Wuhan, 
China that leads to…

…An 87% reduction in air 
pollution in Bangalore, India 

…over 7,000,000 deaths 
around the world
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“I think the next [21st] century will be the 
century of complexity. We have already 
discovered the basic laws that govern matter 
and understand all the normal situations. We 
don’t know how the laws fit together, and 
what happens under extreme conditions. But 
I expect we will find a complete unified theory 
sometime this century. There is no limit to the 
complexity that we can build using those 
basic laws.” ― Stephen W. Hawking
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Leadership Mental Models
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Leadership Mental Models
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1. The bigger the organisation, the more 
power becomes atomized

1. Assumptions of the executives are 
increasingly colliding with realities 
experienced by front liners

1. ‘Formal rules count, but not as much as 
those in authority think’

1. The context within which leaders operate 
becomes more complex

In Dispersed Organisations
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When times are complex and 
decision stakes are high, a wider 
dialogue with key stakeholders is 
critical.  

Leaving decisions to a talented 
few is dangerous…

…The more power you give to a 
single individual in the face of 
complexity and uncertainty, the 
more likely a bad decision will be 
made. - James Surowiecki

The few to the many
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Leadership of Complex Adaptive Systems (CAS) 

It is not either/or, but both/and
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Characteristics of a CAS
1. Clear Purpose
2. Simple rules
3. Agents (individuals, departments, 

organisations)
4. Strong focus on relationships and 

interactions between the agents
5. Emergent adaptation to shifts in context
6. Non-linear relationship between input and 

output
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Exercise 
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Autonomy Engaged Empowered

Trusting Non-
hierarchical Emergent

Self-organising Evolving from 
the bottom up

Continual 
feedback

Often idealized as a 
‘Learning Organisation’

What kind of culture 
would this experience 
deliver?

Exercise Reflections
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The Role of the Leader?

Who was the leader?

Where was the leader?

What did the leader do?

What did the leader NOT do?

What happened when the context changed?
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Many leaders FEAR this…

They feel they 
should be 
directing

Fear of things 
going wrong

It might feel like 
abdication Losing status

Losing recognition Their KPIs may not 
be achieved

It might affect 
their pay

No longer the hero 
who has all the 

answers

Will I get informed 
about progress 
and problems?
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Good Intention

Unaware-
ness

Ego

Fear

What gets 
in the way?
Barriers for leaders 
and followers
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Letting go is hard to do…

…as is taking the lead
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Providing a strong sense of RELEVANT 
PURPOSE with SIMPLE RULES

Decentralizing

Decision making…

…and centralizing:

Collaboration
Cooperation

Coordination
Communication

Changing Role of the Leader
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Addressing Complexity Requires Systems Thinking
From Machine to Organism 

From Newtonian to Quantum physics

From Complicated to Complexity

Deterministic leadership to 
non-deterministic leadership

It is not either/or, but both/and
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Think more like a gardener than a watchmaker
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How strategy is set

Apr-24

Type of 
organization

Method of 
formulation

Manifestation 

Functional Top down Clear, fixed, not fully 
owned

Transition toward 
matrix

Top down with input 
from lower down

Unclear, fixed and 
owned

Matrix Top down and bottom 
up

Clear, fixed, partly 
owned

Transition, matrix 
to CAS

Bottom up with top 
down feedback

Unclear, fluid and 
owned

CAS Bottom up and top 
down dynamic

Clear, fluid, owned

Focus on content
What the strategy is

Focus on process
How the strategy is 
evolved

Functional Hierarchy

Flexible Matrix

Fluid CAS
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In Organisations that achieved a transformational change…
…of 100% of solutions, what percentage came from the top?

Top

Middle

Bottom

≤10%

~30%

~60%

Dale Carnegie

CULTURE
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…and change for lunch…

…and performance for dinner

Apr-24



©LeaderShape 2023. All rights reserved. 31

Impact of Culture on Performance

IN OUR RECENT SURVEY, LEADERS FROM TWO-
THIRDS OF WORLD’S MOST ADMIRED COMPANIES 
(WMAC) SAID THAT CULTURE IS RESPONSIBLE FOR 

30% OR MORE OF THEIR MARKET VALUE.

MORE IMPORTANTLY, THEY ALSO BELIEVE 
THAT IT’S THE SINGLE MOST 

UNDERRATED FACTOR IN LONG-TERM 
BUSINESS SUCCESS.

From WMAC (world’s Most Admired Companies)





Style

Relationship: Leadership Styles vs Culture Types

Culture
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CoachingAffiliative

Democratic Visionary

Pacesetting

Commanding

Support

Achievement

Structure

Power
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Shaping 
Organisational

Culture
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The Transpersonal Leader
Transpersonal Leaders have reached a 

level of leadership maturity where they 
recognise the benefits of setting aside 
their ego in their leadership practice. 

They have a strong sense of personal 
purpose in service of a greater good 

rather than power, prestige, recognition 
or reward.

They no longer fear being judged for 
making the right decisions.

Because of this, they can be radical while 
also being ethical and authentic.
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1. The 21st century is the century of complexity, and it requires a 
new mental model of leadership.

2. To lead effectively in a complex and uncertain environment 
needs you to overcome some fears of letting go and 
encouraging autonomy within boundaries and with a clear 
sense of purpose. The Coaching style helps to deliver this.

3. You cannot lead effectively in complexity without setting your 
ego aside – being a Transpersonal Leader.

Summary
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Thank you!
Greg Young
E: gyoung@leadershapeglobal.com
W: www.leadershapeglobal.com

Connect with me on LinkedIn

mailto:gyoung@leadershapeglobal.com
http://www.leadershapeglobal.com/
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CHAOTIC
CLEAR

Sense
Analyze

Respond

Governing
Constraints

Good
Practice

Probe
Sense

Respond

Enabling
Constraints

Exaptive
Practice

Act
Sense

Respond

No Effective
Constraints

Novel
Practice

Sense
Categorize

Respond

Fixed
Constraints

Best
Practice

A C

COMPLICATEDCOMPLEXCynefin 2020
David Snowden

Cynefin means 
“Place of Your Multiple Belongings,” 
and values ambiguity and paradox  
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First cut problem statement:
Whose problem is it? – a human view
What is the need?
Why is it a problem?

Is there a problem behind the problem?
Any insights from 5 whys?

Draw out the problem – create a rich picture
What is the story of this problem?
How does the problem work?

What does the picture reveal about how you ‘see’ the problem?

Frame the problem 3 different ways

Problem framed as an opportunity question
How might we…?

Who cares about the problem or who has a stake in it?

Does anyone benefit from the problem as a problem?

What kind of problem is it?

Any changes to your first 
problem statement?

Assumptions: Assumptions: Assumptions:

Low cost test (safe to fail experiment) Low cost test (safe to fail experiment) Low cost test (safe to fail experiment)

What does successfully solving this 
problem look like for the stakeholder?

Based on our knowledge & experience, our 3 best guess solutions to the problem are:

PROBLEM FRAMING CANVAS

Question that can spark at least 10 potential solution ideas
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"Everyone thinks of 
changing the world, 
but no one thinks of 
changing himself." 
Leo Tolstoy, (1828 - 1910)



Exploring Cultural Change: 
Game Changers



Panel Discussion: 
Lessons Learned in the Pursuit of a 
Management System



Action Planning for Change: 
Advancing Your Transformation
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We’d Love Your Feedback!

Scan QR Code

Open the camera app on your phone
• Point the camera at the QR image on 

the screen
• The Survey will open in your browser 

or you should receive a drop down or 
alert the survey has been downloaded


