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Setting the stage



To “set the stage”
Create the conditions:  

to increase the likelihood 

that something will 
happen

• Transformation challenges in a wider context
• Conditions for transformation as “simple rules” 
• Outline the potential of some of the key rules



Neighbour conversation

What’s your large-scale change and transformation 
agenda?

What’s on your mind as you come to this session?
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Healthcare represents a paradox.                        

While change is everywhere, performance has 

flatlined: 60% of care on average is in line with 

evidence- or consensus-based guidelines, 30% is 

some form of waste or of low value, and 10% is 

harm. The 60-30-10 challenge has persisted for 

three decades.

Despite impressive gains, notable shortcomings
persist in normalising consistent, high-value,      

person-centered care. What is primarily missing is not 
progress in measurement, but progress in results. 

Changes in culture, investment, leadership, and even 
the distribution of power are even more important 

than measurement alone”
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Source: adapted from

What if the issue is the paradigm?
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Paradigm: A set of 

assumptions, concepts, 
values, and practices that 

constitutes a way of 
viewing reality for the 
community that shares 

them

What if the issue is the paradigm?



Every system is perfectly designed to get the results it gets
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”For a good life
in an attractive

region”

What kind of system do we want for the future?

@HelenBevan @GoranHenriks #NICON23 



Our success is 
measured in lives 

and health

@HelenBevan @GoranHenriks #NICON23 



Source: Institute for Healthcare Improvement, USA

The quadruple aim
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Support
and 

rehab

Primary 
care

Specialised 
care

Focus upstream

Health in 
daily life

@HelenBevan @GoranHenriks #NICON23 



Draw a 
non-existent 
animal

@HelenBevan @GoranHenriks #NICON23 



Prediction

All these imaginary animals 
will consist of pieces of 
existing ones. For example, a 
beast may have claws, gills
and wings at the same time. 
But these are parts of the 
existing creatures’ bodies.

Why? We can’t imagine 
beyond our current level of 
thinking and experience

@HelenBevan @GoranHenriks #NICON23 



@HelenBevan @GoranHenriks #NICON23 



If we want to get a large group of people to behave 
differently, with everyone moving in a coherent direction, 

there are at least two approaches we can follow

@HelenBevan @GoranHenriks #NICON23 

“A set of several simple rules leads to complex, intelligent 
behaviour. A set of complex rules often leads to a dumb and 
primitive behaviour.” Michael Dubakov



Oldham’s simple rules for managing COVID



https://blogs.bmj.com/bmjleader/2021/02/01/creating-tomorrow-today-seven-simple-rules-for-leaders-by-helen-bevan-and-goran-henriks/

https://blogs.bmj.com/bmjleader/2021/02/01/creating-tomorrow-today-seven-simple-rules-for-leaders-by-helen-bevan-and-goran-henriks/
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@Sch4Change #S4CA



endpjparalysis.org/

Source: @BrianwDolan 

https://endpjparalysis.org/
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Belonging
Someone belongs at work when they are:
• seen for their unique contributions 

• feel connected to their co-workers

• supported in their daily work

• supported in their career development

• proud of their organisation’s values and purpose.

A quantifiable definition based on research from
The Center for Talent Innovation   

https://www.talentinnovation.org/_private/assets/PowerOfBelonging_KeyFindings-CTI.pdf


Building a sense of belonging is one of the 
most critical tasks in leading change.

.

Deborah Rowland and Paul Pivcevic
Leading change post pandemic: belonging

https://blogs.lse.ac.uk/businessreview/2022/04/08/leading-change-post-pandemic/

Our most recent research into the successful 
leadership of large-scale complex change, pinpointed 
a vital ingredient omnipresent in all human systems: 

our fundamental need to belong – to feel secure, 
included and part of something significant. If you feel 

you belong, loyalty follows, and with that the 
permission for risk-taking and innovation.

https://blogs.lse.ac.uk/businessreview/2022/04/08/leading-change-post-pandemic/


Belonging: everyone is seen and valued for our 

own unique and authentic selves

Sources: Inclusion and Diversity in Work Groups: A Review and Model for Future Research (2010)  Lynn Shore and colleagues  and Why belonging is 
such a big issue in business today (2020) Josh Bersin 

https://journals.sagepub.com/doi/10.1177/0149206310385943
https://joshbersin.com/2020/08/why-belonging-is-a-big-issue-in-business-today/
https://joshbersin.com/2020/08/why-belonging-is-a-big-issue-in-business-today/


Belonging: questions to reflect on

• To what extent are we really getting 
to know the people in our teams and 
understanding the unique gifts that 
each person brings?

• Are we making the space in a virtual 
world (where the lack of direct 
contact makes feelings, emotions 
and reactions harder to gauge) to 
build belonging?

• Are we asking people if they feel they 
are included, feel they have power 
(agency) over the work or role they 
are allocated, feel they are in the 
know, and feel that their ideas are 
valued?

https://joshbersin.com/2020/08/why-belonging-
is-a-big-issue-in-business-today/

@HelenBevan @GoranHenriks #NICON23 

https://joshbersin.com/2020/08/why-belonging-is-a-big-issue-in-business-today/
https://joshbersin.com/2020/08/why-belonging-is-a-big-issue-in-business-today/
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Change efforts are far more likely to 

succeed because people perceive they 

have agency for change. 

Agency: the sense of power, 
permission and safety to make 
change happen

More important than improvement 
skills or resources or methodologies. 

@HelenBevan @GoranHenriks #NICON23 



The hierarchy of capabilities: the further up the pyramid people go, the 
more we maximise the contribution everyone can make 

Qualities that 

leaders cannot 

command: 

people have to 

“want to”

Qualities that 

leaders can 

expect and 

command

Source of model: Gary Hamel, Michele Zanini (2020) 
Humanocracy: creating organisations as amazing as the people inside them 
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We are never 
too young to 

build our 
agency

@HelenBevan @GoranHenriks #NICON23 
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Hälsobesök med hälsosamtal i 

Barnhälsovården

10 mån

1 år 
föräldrar

18 mån

2,5 år

3 år

4 år

5 år

Barnhälsovården 2021



Ten ways to build agency
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Embracing contradictions and tensions:
“Opposable thinking”



Embracing contradictions and tensions
• Leading, holding and working with contradictions, polarities and 

tensions is a key role for leaders of transformation

• “Creating tomorrow today” is a contradiction and tension

• The act of creating tomorrow today is full of contractions and 
tensions:

• Patient/citizen/community led versus clinically led
• Personalised care versus standardised care
• Care closer to home versus specialist services

• Most of them cannot be “solved” as there is no one right answer

• We need to name, reframe and hold the contradictions and tensions

• Contradictions, polarities and tensions drive the movement towards 
creating a different tomorrow

@HelenBevan @GoranHenriks #NICON23 



Local democratic accountability

Our shared purpose as a system 

Single accountable leader

Place

Management grip

High volume pathways

National democratic accountability 

Meeting national imperatives

Collective leadership

System

System health

Co-morbidities and health equity

Six paradoxes, tensions or polarities that could undermine 
system working and delivery of our shared purpose

AND

AND

AND

AND

AND

AND



Inward mindset Outward mindset

Source: The Arbinger Institute

A tension to address at the heart of integrated care



Working with contradictions and tensions

Reframe seemingly different views as contradictions and 

tensions to understand the interdependence between the 

views/values we hold: “We need BOTH personalised care 

AND standardised care: how can we design a solution that 

maximises both of these for better outcomes?”



Polarities are the 
deepest form of 

collaboration

Source: CoCreative (2023) polarity resources

https://t.co/CNE0Y4Zd76


@HelenBevan @GoranHenriks #NICON23 



Source: @NHSChangeDay
40



What is psychological safety?

“A shared belief held by members of a team that the team is 
safe for interpersonal risk-taking”.

“It describes a team climate characterised by interpersonal 
trust and mutual respect in which people are comfortable 

being themselves.”

Amy Edmondson

The Fearless Organisation



The psychological safety scan

Source: The Fearless Organisation Scan

https://fearlessorganization.com/about-the-fearless-organization-scan


The hierarchy of capabilities: the further up the pyramid people go, the 
more we maximise the contribution everyone can make 

Qualities that 

leaders cannot 

command: 

people have to 

“want to”

Qualities that 

leaders can 

expect and 

command

Source of model: Gary Hamel, Michele Zanini (2020) 
Humanocracy: creating organisations as amazing as the people inside them 



Embracing failure: “The right kind of wrong”

Basic failure: caused by carelessness or ignorance. 

Complex failure: caused by multiple factors, none of which 
would have caused the failure on its own. Often the result of 
a complex system that is difficult to understand or manage.

Minimize the chances of both occurring by paying close attention 
and catching mistakes before they spiral out of control, e.g.

checklists, teamwork, applying principles of psychological safety

Intelligent failure: arises from thoughtful actions or 
experiments and result in useful learning, allowing us to 
move forward

Summary of the book from Harvard Business School Working Knowledge

Failure: “an outcome that 
deviates from desired results”

https://hbswk.hbs.edu/item/failing-well-1-when-failure-is-intelligent#:~:text=Edmondson%2C%20who%20has%20studied%20the%20psychology%20of%20failure,would%20have%20caused%20the%20failure%20on%20its%20own.


Criteria for “intelligent failure”



Could we develop a "Trojan mice“ strategy? 

“Trojan mice… are small, well focused changes, which are 
introduced on an ongoing basis in an inconspicuous way. They 

are small enough to be understood and owned by all concerned 
but their effects can be far-reaching. Collectively a few Trojan 

mice will change more than one Trojan horse ever could.” 
(Jarche, 2012).

Having many people across the system who have the 
skills and agency to test out small, well focussed 
changes to address complex problems (Trojan mice) 
nearly always works better than large pilot and roll out 
projects (Trojan horses). 



Trojan mice fail often, fail early and learn greatly
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https://ssir.org/articles/entry/wheeling_in_the_trojan_mice#

https://ssir.org/articles/entry/wheeling_in_the_trojan_mice


Roles for leaders in building a learning culture 
through Trojan mice

1. Role model a high tolerance for failure through practical 
experiments (“intelligent failure”)

2. Demonstrate that experimentation and learning is a core part of 
everyone’s role: “In healthcare everyone has two jobs: to do your 
work and to improve it.” (Batalden and Davidoff);

3. Make sure that the work of Trojan mice teams is followed up 
organisationally, so that the teams can see a patient-centred 
benefit to the work they are undertaking;

4. Manage the tension/contradiction between experimentation and 
productivity (Taylor, 2017). The values of innovation (openness, 
diversity, experimentation, play) are typically different to the 
values of productivity (excellence, precision, standardisation, 
delivery). Trojan mice need to be supported to exist in both worlds 
simultaneously. 

@HelenBevan @GoranHenriks #NICON23 

https://www.ncbi.nlm.nih.gov/pmc/articles/PMC2464920/
https://paulitaylor.com/2017/07/02/stop-talking-start-experimenting/


https://blogs.bmj.com/bmjleader/2021/02/01/creating-tomorrow-today-seven-simple-rules-for-leaders-by-helen-bevan-and-goran-henriks/

https://blogs.bmj.com/bmjleader/2021/02/01/creating-tomorrow-today-seven-simple-rules-for-leaders-by-helen-bevan-and-goran-henriks/
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