


Disclosure 
Nothing to disclose 
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‘Compassionate leadership for 
compassionate health services’ 

• Attending: paying attention to staff – ‘listening with fascination’ 
• Understanding: shared understanding of what they face 
• Empathising 
• Helping: taking intelligent action to serve or help 
 



Developing people, improving care:  
A national framework for action on improvement 
and leadership development in NHS funded 
services 



The goal of the framework 
To create conditions common to high quality, high 
performing health and care systems across England 
 
• Collective, compassionate and effective leaders at 

all levels 
• Knowledge of improvement methods and ability to 

use them  
at all levels 
 

Pledges from national bodies 
• We will model in all our dealings with the sector 

and in our own organizations inclusive, 
compassionate leadership and attention to people 
development 

 
 



Organizational cultures for high quality care 
1. An inspirational vision of high quality care 

2. Clear aligned goals at every level with helpful 
feedback 

3. Good people management and employee 
engagement 

4. Continuous learning and quality improvement 

5. Enthusiastic team-working, cooperation and 
integration 

 
 West, Baker, Dawson, Dixon Woods, et al.  (2013) "Quality and safety in the NHS." Lancaster, University of Lancaster. 



Leadership Outcomes 
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• Direction: agreement on 
goals 

• Alignment: coordination of 
shared work 

• Commitment: group trust, 
motivation, and 
responsibility 



Implications for the Organisation 

• To what extent are these 
cultural elements present and 
strong within the organisation? 

• What do you as a leader need 
to do to ensure presence and 
sustainability of these 
elements? 

8 



3. Commitment: Leadership that is … 
• Authentic 
• Open and honest 
• Humility and curiousity 

 
 
 

• Optimistic 
• Appreciative  
• Compassionate 

 
 
 

http://www.dh.gov.uk/health/2011/08/nhs-staff-management/ 

http://www.dh.gov.uk/health/2011/08/nhs-staff-management/


 
People management and engagement 
 

• Staff views of leaders → patients’ views of care quality 
• Staff satisfaction → patient satisfaction 
• High work pressure → less compassion, privacy, respect. 
• Poor staff well-being → poorer care quality and financials 
• Good HRM practices → lower patient mortality 
  

http://www.dh.gov.uk/health/2011/08/nhs-staff-management/ 
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Employee Engagement in the NHS 

Leadership 
Supervisors’ Support 

 Team Working 
Work Pressure 

Feeling valued by 
colleagues 

Overall Engagement 
 

•Advocacy 
•Intrinsic Engagement 

•Involvement 

Employee Reactions 
Health and Well-being 

Stress 
 

Hospital Performance 
Quality of Services 

Financial Performance 
Absenteeism 

Patient Mortality 
Patient Satisfaction 

www.kingsfund.org.uk/publications/staff-engagement  

http://www.kingsfund.org.uk/publications/staff-engagement


Employee engagement success factors  

A compelling 
strategic narrative 

Inclusive leadership 
and management 

Staff in charge of 
service change 

• A clear narrative 
on their purpose 
and aims 

• Salford – ‘the 
safest hospital in 
England’ 

 
 
 

Values and 
Integrity 

• Retraining 
leaders to 
adopt positive 
styles 

• Notts 
Healthcare and 
‘Invest to Lead’ 

• Staff  have 
responsibility for 
leading service 
change 

• WWL Hospital 
and  Unipart 
change 

 

• Values and trust 
in senior 
leadership 

• Perceptions of 
unfairness, 
bullying, 
discrimination 

 

Stable senior leadership 

www.kingsfund.org.uk/publications/staff-engagement  

 

http://www.kingsfund.org.uk/publications/staff-engagement


Positive emotion and culture 
• Leader positivity – optimism, humour, compassion 
• Caring for staff e.g., Schwartz Rounds 
• Dealing with aggression and poor performance 
  
 



4. Innovation, learning, quality improvement  

 
 
 
 
 
 

Chassin & Loeb (2013). High reliability health care. Millbank Quarterly, 91, 459-490. 
Caring to Change: How compassionate leadership can stimulate innovation in health care https://www.kingsfund.org.uk/publications/caring-change 
 



Key Elements for Innovation 

https://www.kingsfund.org.uk/publications/caring-change 

Compassionate 
Leadership 

Inspiring 
Vision and 

Strategy 

Autonomy 
and Support 

Positive 
Inclusion and 
Participation 

Enthusiastic 
Team and 

Cross-
Boundary 
Working 

 
Commit- 
ment to 

Innovation 
 

Skills, 
capabilities, 
systems and 

processes 



Collective Leadership 

West, Armit, Loewenthal, Eckert, West, & Lee (2015) Leadership and Leadership Development in Health Care:  
London: FMLM/The King’s Fund.  http://www.kingsfund.org.uk/publications/developing-collective-leadership-health-care  
West, M. A., Lyubovnikova, J., Eckert, R., & Denis, J.L. , (2014),Collective leadership for cultures of high quality health care.  Journal of Organizational 
Effectiveness: People and Performance, 1,  240 – 260. http://dx.doi.org/10.1108/JOEPP-07-2014-0039 
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Direction, Alignment and Commitment (DAC) 
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• Leadership the responsibility of all - anyone with 
expertise taking responsibility when appropriate  

• Shared leadership in teams and across teams 
• Interdependent,  collaborative leadership –

leaders and teams working together across 
boundaries to ensure high quality 

• Consistent approach to leadership within the 
leadership community – authenticity, openness, 
humility, optimism, compassion, appreciation 

http://www.kingsfund.org.uk/publications/developing-collective-leadership-health-care  
West, M. A., Lyubovnikova, J., Eckert, R., & Denis, J.L. , (2014),Collective leadership.  Journal of Organizational Effectiveness, 1,  240 – 260.  
 

Collective Leadership 

http://www.kingsfund.org.uk/publications/developing-collective-leadership-health-care


Implications for the Organisation 

• To what extent are these cultural 
elements present and strong 
within the organisation? 

• What do you as a leader need to 
do to ensure presence and 
sustainability of these elements? 

19 



5. Team working, cooperation and integration 
 

 

• Care quality and improving care 
• Patient satisfaction and safety 
• Multi-disciplinary integration 
• Fewer errors, lower mortality 
• Staff well-being, lower turnover 

& absence  
• Large financial savings 

 
 Lyubovnikova, J. & West, M.A. (2013). Why teamwork matters: Enabling health care team effectiveness. In E. Salas et al. (eds.). Developing and 

enhancing teamwork in organizations. San Francisco: Jossey Bass. 
West, M. A. & Markiewicz, L. (2016). Effective team work in health care. In E. Ferlie et al., (eds.). The Oxford handbook of health care management 
(pp 231-252).  Oxford University Press.  
 

 



Key elements for effective team working  
• Clear, agreed vision and 

challenging objectives 
• Role clarity  
• Positivity, optimism, 

cohesion, compassion 
• Effective communication 

and constructive debate 
• Enthusiastic and supportive 

inter-team working 
 



Working in Team and Errors, Stress and Injury 
(170 acute trusts, 120,000 respondents) 
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Lyubovnikova, J., West, M. A., Dawson, J. F., & Carter, M. R. (2015) 24-Karat or fool’s gold? Consequences of real team and co-acting group 
membership in healthcare organizations, European Journal of Work and Organizational Psychology, 24:6, 929-950 



Patient mortality 

• 5% more staff working in 
real teams associated 
with 3.3% drop in 
mortality rate (p = .006) 

• For an “average” acute 
hospital, this represents 
around 40 deaths per year 90
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Lyubovnikova, J., West, M. A., Dawson, J. F., & Carter, M. R. (2015) 24-Karat or fool’s gold? Consequences of real team and co-acting group 
membership in healthcare organizations, European Journal of Work and Organizational Psychology, 24:6, 929-950 



Teams are more productive, effective 
and innovative to the extent that they 
routinely take time out to reflect upon 
their objectives, strategies, processes 
and environments and make changes 
accordingly. 

Reflexivity 

Schippers, West & Dawson, 2012, Journal of Management 
Tannembaum & Cerasoli, 2013, Human Factors 
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• Offer an inspiring vision and clear direction 
• Ensure regular and positive team meetings 
• Encourage positive, supportive relationships 
• Resolve and prevent intense conflicts 
• Positive group attitudes towards diversity  
• Be attentive and listen carefully to the team 
• Lead inter-team cooperation 
• Nurture team learning, improvement and 

innovation  
 

Team leadership 
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Implications for the Organisation 

• To what extent are these cultural 
elements present and strong 
within the organisation? 

• What do you as a leader need to 
do to ensure presence and 
sustainability of these elements? 



27 https://www.kingsfund.org.uk/publications/leading-across-health-and-care-system 

Systems Leadership – Working Across Boundaries 

• Heartfelt, shared vision 
• Long term objectives 
• Frequent personal contact 
• Absence of chronic conflict 
• Strong mutual support to 

deliver high quality care 
 

https://www.kingsfund.org.uk/publications/leading-across-health-and-care-system 



How can we ensure the creation of leadership 
capabilities?  

The challenges 
health care is facing 

require new 
strategies 

New strategies imply 
new leadership 

capabilities 

These are both 
individual and 

collective leadership 
capabilities 

This requires new 
and collective  

leadership cultures 

Must Deliver These 
© Center for Creative Leadership, 2014. Used with permission. 
 

A Leadership Strategy 



We have designed a two-year programme to be delivered in three phases 

c. Nov 15 to Sept 16 c. Sept 16 to Mar 17 c. Mar 17 to Dec 17 

To implement a collective leadership strategy to embed cultures that enable the delivery 
of continuously improving, high quality, safe and compassionate care. 

Programme 
outcome 

https://improvement.nhs.uk/improvement-hub/culture-and-leadership/  29 
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Seeking a Better Approach to Change 

• Designed to be delivered internally 
• Open-source 
• Evidence based 
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And … the change team: 
o Volunteers from across the organization 
o Between 15-20 
o Help deliver and analyse the tools 
o Most importantly - act as ambassadors for the work  
 



Phase 1: The tools 
 

Use a set of diagnostic tools to establish what the culture is in our organisation, where there are strengths and 
where there are areas to develop. 



Phase 2 - Design  
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An interactive evidence-based and open source 
PDF that enables you to access the resources 
you require and find a way forward quickly. 

https://improvement.nhs.uk/improvement-hub/culture-and-leadership/  

https://improvement.nhs.uk/improvement-hub/culture-and-leadership/
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Content: Evidence base 

https://improvement.nhs.uk/improvement-hub/culture-and-leadership 
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Culture Phase 2:  List of evidence-based interventions 
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Vision and Values 
Values based Recruitment 
Values Based Appraisal and Performance 
Management 
Values-focused curricula 
 Annual talent cycle 

  

 
 
Goals and Performance 
Leaders role job design 
Inclusive recruitment Regular (annual) 
leadership forecast update 
Team goals 
Development on providing feedback on goals, 
behaviour and performance 
Compassionate Performance Management 
 

  

 
 
Support and Compassion 
Recruiting and promoting for 
compassion 
Emotional Intelligence Development 
Inclusion - listening with fascination and 
compassion 
Peer coaching 
Mentoring 
Diversity and Equal opportunities 
training 
Identity-based talent management 
 

  

 
Learning and Innovation 
Developing cultures for innovation 
Leading for QI 
Developmental assignments 
Action Learning 
Recruit for commitment to innovation & QI 
Development for leading innovation and Change 

  

 
Team Work 
Strategic recruitment for diverse teams 
Selection for team orientation 
Selection for team leadership capability 
Board/Executive Team development 
Team leadership training 
Team-based appraisals 
Working with shared team-leadership (peer 
coaching) 
After action reviews and team reflexivity 
System Leadership 

  
https://improvement.nhs.uk/improvement-hub/culture-and-leadership/  

https://improvement.nhs.uk/improvement-hub/culture-and-leadership/
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Content: Case studies and useful links 

35 https://improvement.nhs.uk/improvement-hub/culture-and-leadership/  
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Using some or all of the toolkit….
  



Supporting the use of the tools – Join the community! 

We are exploring the use of action learning sets to support use of the tools and we will continue to develop our 
community of practice 
 

If you would like to get involved,  
please contact: nhsi.culture@nhs.net   
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Stay up to date at:  

https://improvement.nhs.uk/improvement-
hub/culture-and-leadership/ 
http://www.kingsfund.org.uk/projects/ 
changing-culture-collective-leadership  

mailto:nhsi.culture@nhs.net
https://improvement.nhs.uk/improvement-hub/culture-and-leadership/
https://improvement.nhs.uk/improvement-hub/culture-and-leadership/
http://www.kingsfund.org.uk/projects/changing-culture-collective-leadership
http://www.kingsfund.org.uk/projects/changing-culture-collective-leadership
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• Attending: paying attention to staff – ‘listening with fascination’ 
• Understanding: finding a shared understanding of the situation 

they face 
• Empathising 
• Helping: taking intelligent action to help 
 

‘Compassionate leadership for 
compassionate health services’ 

• Attending: paying attention to staff – ‘listening with fascination’ 
• Understanding: finding a shared understanding of the situation 

they face 
• Empathising 
• Helping: taking intelligent action to help 
 



e.mail m.west@kingsfund.org.uk 
Twitter @westm61 
 

Thank you 
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