Change is Changing: "DR,ZDN5

The Power to Make a Difference

Zoe Lord, lan Baines, Rupal Johal
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Learning objectives

1. Strengthen our understanding about how change is changing
and translate this for our practice

2. Develop skills to keep conversations vibrant and exciting

3. Consider next steps to commence or enhance our communities
of practice



How this morning is going to work...

Saying hello to each other

Change is changing

Concepts to think differently about your community of practice
How not to run a community of practice

What next for my COP?

Breaks!



The Horizons team:
Change agents and change agency

* A small, diverse team of people within NHS England that
supports change agents and builds change agency

 We tune into the latest change thinking
and practice in healthcare and other
industries around the world — translating
this learning into practical approaches to
change

 The team has emerged through years of
supporting change in the NHS and the
wider health and care system




The key demand for our time is to work as convenors
and help others to conv

PROGRAMME
MANAGER

* Designs a plan

CONVENOR

* Develops communities for learning
and improvement

» Accountability within a * Builds commitment to a collective goal

governance system

* Creates bridges between people with

* Ensures that delivery common needs

milestones are met

* Seeks win/wins

e Deals with risk and
ensures that barriers are
overcome

Frames and helps make sense of things

* Enables spread of change across a
whole system

Interdependent
Complex

Independent
Complicated



“SCHOOL IS GOING B
TO HELP YOU Build your skills as an effective

. ACHIEVE THE} RN
IN CREDI BLE" Take part on your own terms

f | Open to anyone from anywhere in
- DAN"’NUB*&E" ~ the world

- A global community of more than
20,000

Free to participate

FIND OUT MORE BY VISITING e m

SO ACHANGE
AGENTS

horizonsnhs.com/school
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Mentimeter

1. Click on the link to the poll which
has been shared in the chat box

2. Scan the QR code below on your
phone




1. Have you got a community of practice?
2. What excites you about the potential of working with your COP?
3. What are your concerns about developing your COP?



Mad Hatters Tea Party




Mad Tea Etiquette

1) You're going to be given a sentence

2) Finish each of the sentences with one a short phrase
3) Stay curious, dig deep

4) Don’t over think - it’s quick fire

5) There are no right or wrongs!

6) Write your answer in the chat box but wait for the signal to

post
your answer B
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What first inspired me
about developing a
community of practice
was...



What | hope for my
COP is...



A struggle with my
COP is...



What my COP should
not ignore or neglect
IS...



A bold idea |
recommend for COPs
IS...



| find it incredibly
frustrating when...



When all is said and
done, | want to...



What did you notice about
Mad Tea Party? What did
it make possible?

Debrief

Where could you use it?
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“Many times experts fail
because they are experts in

the past version of the world”
Vikram Khosia

Exper®
@wellcometrust expert
AN -
#texpertdebate expe\'\s‘\le XN




A changing world

We are witnessing the collapse of expertise and rise of
collaborative sensemaking

David Holzmer
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https://www.linkedin.com/pulse/collapse-expertise-rise-
collaborative-sensemaking-david-holzmer-phd/
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Source of image: ACCA



https://www.linkedin.com/pulse/collapse-expertise-rise-collaborative-sensemaking-david-holzmer-phd
https://www.linkedin.com/pulse/collapse-expertise-rise-collaborative-sensemaking-david-holzmer-phd/

THE CLASSIC ORGANIZATIONAL CHART

,
“Y k£




We rarely see two, three or four

year change projects any more.
Now it’s 30-60-90 day change
projects

©0 O

Kinthi Sturtevant, IBM

13thannual Change Management Conference



http://www.innovationexcellence.com/blog/2015/07/09/13th-annual-change-management-conference-highlights/?utm_source=hs_email&utm_medium=email&utm_content=20535245&_hsenc=p2ANqtz--W0963q5vEUgL7ecueQKfQ5nK0QPbROyo7BwHs10orC8Mhs-KVEWZbwEyxXf1c8rSQahhkhUXAPaEFtqlTzK5nEygUTw&_hsmi=20535245

What do you see changing or is changing in
your world?

Some examples mightinclude...
 Structures?

e Demand?
 (Capacity?

* Decision making?

* Relationships?
 Workforce?
 Attitudes & Behaviour?
 Culture?
 Landscape?

e Technology?




1:2:4:all

Debrief

What did you notice about
1:2:4:all? How was it organized?
What were the steps? What did
it make possible?

Where could you use it? Where
could it be useful?




The biggest shifts we are seeing
are shifts in power

®® power is the ability to
produce intended
effects
Bertrand Russell




old power new power

Currency Current
Held by a few Made by many
Pushed down Pulled in
Commanded Shared
Closed Open
Transaction Relationship

Jeremy Heimens, Henry Timms New Power: How it’s changing the 21stCentury and why you need to know (2018)



https://www.amazon.co.uk/New-Power-Changing-21st-Century/dp/1509814183

The Network Secrets of Great Change Agents

Julie Battilana & Tiziana Casclaro

As a change agent, my centrality in the informal
network iIs more important than my position in the
formal hierarchy

Ehh i D

Designed for Designed for

DIVISIONS CONNECTIONS
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People who are highly connected have
twice as much power to Influence
change as people with hierarchical

power
Leandro Herrero

http://t.co/Du6zCbrDBC



http://t.co/Du6zCbrDBC

WHO will make the change happen?

List A

 The Delivery Board
 The programme sponsors

* The Programme
Management Office

* The Delivery Board work
streams

e The Clinical Leads

* The Directors of
participating organisations

i

Source: adapted by Helen Bevan
from Leandro Herrera

it

 The Change Facilitators



http://leandroherrero.com/people-who-perform-and-live-in-formal-org-land-and-people-who-have-makebreak-power-two-different-lists

The Network Secrets of Great Change Agents

Julie Battilana & Tiziana Casclaro

As a change agent, my centrality in the informal
network iIs more important than my position in the
formal hierarchy

Ehh i D

Designed for Designed for

DIVISIONS CONNECTIONS
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WHO will make the change happen?

List A List B

e The Delivery Board * The mavericks and rebels

e The programme sponsors  The deviants (positive). Who do

+ The Programme things differently and succeed
Management Office * The nonconformists who see

+ The Delivery Board work things through glasses no one else
streams has

e The Clinical Leads * The hyper-connected who spread

behaviours, role model at a scale,
set mountains on fire and multiply
anything they get their hands on

* The Directors of
participating organisations

e The Change Facilitators * The hyper-trusted. Multiple

® @ oo . reasons, doesn’t matter which
@

oo o
1l ‘ Source: adapted by Helen Bevan
I from Leandro Herrera
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http://leandroherrero.com/people-who-perform-and-live-in-formal-org-land-and-people-who-have-makebreak-power-two-different-lists

WHO will make the change happen?
List A List B

qe mavericks and rebels

sitive). Who do
d succeed

 The Delivery Board
* The programme spq

o see
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Manageme

e The Delive}
streams

* The Clii T spread
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and multiply
eir hands on
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»

Source: adapted by Helen Bevan
from Leandro Herrera



http://leandroherrero.com/people-who-perform-and-live-in-formal-org-land-and-people-who-have-makebreak-power-two-different-lists

What we do Why we do it

Head Heart
Analysis /| Narrative
Strategy Motivation

Action

Source of image: Dr. Christina WinseyATMind-Body Connection



Breakout rooms



Keeping your community engaged and active

Z200Mm

Photo by Shane Rounce on Unsplash

FutureNHS
Collaboration Platform



https://unsplash.com/@shanerounce?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText
https://unsplash.com/s/photos/community?utm_source=unsplash&utm_medium=referral&utm_content=creditCopyText

Don’t underestimate the power and potential of Twitter

With 400 million active users, Twitter is one of the world’s most popular social
networks

Twitter users are also super engaged—46% of them use the platform every day

Many people in health and care use Twitter as their major source of information and
connection

Service users and patients trust social media; people living with long term conditions
and with cancer are some of the most engaged and active audiences on Twitter

Tweet chats can be one of the most effective ways to harness the power of social

media for health and care improvement |
Joseph Flaherty @josephflaherty - Apr 12

"| actually think that twitter is probably the best source of medical
information right now as an active oncologist."

#Quality2021 @HelenBevantweet @LeighAKendall @HughMcCaughey @HorizonsNHS



Creating space

S

Sol

Welcome to the
#SolvingTogether ideas hub

What roles, ¢
locations, system
can we develop

We want to hear from everyone who has good
ideas and/or knows of effective practices or tools
that can help people in the NHS to reduce waiting
times for patients.

The mission of #SolvingTogether is to collect,
share, test and spread good ideas that can help
the NHS to get back on track with elective care,

Boosting capacity ¢
]|

following the pandemic. Elective services are
those which are planned in advance. They

involve specialist clinical care usually following a
referral from a General Practitioner or community °
health professional.

#SolvingTogether Challenges




Communities are social
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Just 3% of people in the
Fostering relationships and allies organisation typically

around a common purpose drive conversations with
85% of the other people

Source: research by IC Kollectif



http://www.ickollectif.com/single-post/2017/04/11/Internal-Influencers-actionable-and-no-longer-optional?utm_campaign=buffer&utm_content=buffer880f2&utm_medium=social&utm_source=twitter.com

TRIZ

It’s a Russian
acronym:

“Teoriya Resheniya
Izobretatelskikh Zadach”

A problem solving,
analysis and
forecasting tool.

Depersonalising and
unpicking topics
that people are

passionate about.

Part of ‘Liberating
Structures’

Frameworks that make it
possible for people and
organisations to create, do
new things, to be
innovative.



TRIZ

How could we reliably ensure
that our communities of
practice never work, are totally
ineffective and detrimental to
our cause?




Step 1

As a group, make a list of all the things that we could do to ensure we meet our
goal:

How could we reliably ensure that our communities of practice never work, are
totally ineffective and detrimental to our cause?

« List all of the actions you can think of. Go wild! They don’t need to be sensible
iIdeas! Ask the group to fill the entire page.

« Some people might have accessibility requirements so ask if anyone in the
group would like to verbally share their ideas and someone else can add them
to the board

« Use YELLOW post it notes on the jamboard (one per action!)
* 8 minutes



Step 2

As a group, go down your first list and ask:

Is there anything that we are currently doing in any way, shape or
form resembles any of the actions on your post it notes? Or
anything that you think might happen?

* |If yes, change the colour of the post it note to PINK.
* Be unforgiving about these items and talk about their impact
* 6 minutes



Step 3

As a group, look at the PINK post it notes and ask:

What could be stopped (change these to GREEN)
discuss actions for the stopping these activities.

* 6 minutes



Debrief

What did you notice about TRIZ?
How was it organized? What
were the steps? What did it
make possible?

Where could you use it? Where
could it be useful?




Teams perform best when
five energies are high

— Spiritual =-
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Source: http://www.institute.nhs.uk/tools/energy for change/energy for change .html



http://www.institute.nhs.uk/tools/energy_for_change/energy_for_change_.html

High and low ends of each
energy domain

Social
Spiritual
Psychological

Physical

Intellectual

LOW

isolated
uncommitted
risky

fatigue

lllogical

HIGH
solidarity

higher purpose
safe

vitality

reason



Liberating Structures...



Simple rules
that includes
everyone in
shaping the

future

LS Menu Wicked What* debrief Min specs Heard, seen What | need Integrated
questions respected from you autonomy
w ®
Y
< | of® \A\/ ® ‘
\'2' .
Design Appreciative Discovery and Improv Drawing Open space Critical
elements interviews action dialog prototyping together uncertainties
-’."-’JJJ et
1-2-4-All TRIZ Shift & share Helping Design Generative Ecocycle
heuristics storyboards relationships
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Impromptu 15% solutions 25:10 Conversation Celebrity Agree/certainty Panarchy
networking crowdsourcing café interview matrix
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9-whys Troika Wise crowds User Social network Simple Purpose to
consulting experience webbing ethnography practice
fishbowl

©
whys

-

it

(]

.
o3l
X

7,

©




Attributes...




Attributes of Liberating Structures

Expert-less



Attributes of Liberating Structures

Expert-less
Results-focused
Rapid cycling



Attributes of Liberating Structures

Expert-less Inclusive
Results-focused Multi-scale
Rapid cycling

Seriously fun



Attributes of Liberating Structures

Expert-less Inclusive
Results-focused Multi-scale
Rapid cycling Self-spreading

Seriously fun



Attributes of Liberating Structures

Expert-less Inclusive
Results-focused Multi-scale
Rapid cycling Self-spreading

Seriously fun Modular



Henri Lipmanowicz Keith McCandless
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LIBERATING STRUCTURES CO- DEVELOPERS




Made available through a Creative Commons Non-
Commercial, Attribution, Share-and-Share Alike License

You can use ‘em, you can share ‘em,
but you can’t sell ‘em
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pracice



Spiral Journal

Calmly prepare for the
work ahead while
sharpening observational
precision.

Inspired by Lynda Barry







Thinking about your community of practice...

Something that | am going to take forward from this
morning...



Thinking about your community of practice...

I’'m going to do more of...



Thinking about your community of practice...

I'm going to do less of-...



Thinking about your community of practice...

What | need from colleagues in the virtual
room Is...



Have a conversation about your spiral journal with one other
person... just share what you’re comfortable sharing.




A changing world

....the last era of management was about how much
performance we could extract from people

..... the next is all about how much humanity we can inspire

Dov Seidman




“SCHOOL IS GOING B
TO HELP YOU Build your skills as an effective

. ACHIEVE THE} RN
IN CREDI BLE" Take part on your own terms

f | Open to anyone from anywhere in
- DAN"’NUB*&E" ~ the world

- A global community of more than
20,000

Free to participate

FIND OUT MORE BY VISITING e m

SO ACHANGE
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