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A Morning of Lively Conversation Together

9.30am Touching Base
1) Values-led healthcare : Some guiding principles and methods
2) The continuously changing context: Apocalypse or Armageddon ?

10 am -10.10 am Coffee:
4) Creating and sustaining public value: the strategic triangle & value stream

11.15 am Coffee
5) Public leadership: 7 (painful) practices to change thinking and behaviour

12.15 pm
6) FIGS in Five: Leadership for public value outcomes in South Sudan
12.30pm Close
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Harnessing 3 Different Kinds of Knowledge
(Aristotle)

Techne

Episteme

Phronesis
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Values and Public Value : Means and Ends ?

Values-led leadership is one of several means to achieve public value
ends/outcomes

Values: Addressing The “Why” Question. Barry Bozeman (2007); Tino
Meynhardt (2009); Bill Fulford (2008); Michael Sandel (2012)

Public Value: Addressing The “What” Question. Mark Moore (1995);
Benington and Moore (2011); Bryson, Crosby and Bloomberg (2015);
Benington and Hartley (2021)

Leadership: Addressing The “How” Question. Ron Heifetz (1994) Leadership
Without Easy Answers; Hartley & Benington (2010) Leadership for
Healthcare, Policy Press; Sun Tzu, The Art of War, The Denma Translation,
Shambala Press (5t Century BC; and 2002)
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Values-Based Practice : Prof Bill (KWM) Fulford

eevallues?

|
A workbook for values=based

practice in mental health care
- L

db ridge:
Fulford

Warwick
Medical School

Warwick Business School Copyright : Emeritus Professor John Benington, University of Warwick, UK



What is Evidence-Based Practice?

the integration of ...

# best research evidence
# clinical experience

# patient values

(Fulford 2008)

(JB : To tackle “tame” problems ?)
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What is Values-Based Practice ?

“Values-based practice is ....a process that
supports clinical decision making where complex
and conflicting values are in play”

Fulford (2008)

(JB :To tackle "wicked” problems ?)
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These Guiding Principles are a framework
of shared values and methods ... which
form the basis for balanced dis-sensual
decision making on i idual cases

Purpose
Principle

Values Based Practice
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Values Based Practice H Evidence Based Practice
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Values- Based Practice (Prof Bill Fulford)

Personal and Professional Value Choices

Imagine you have developed early symptoms of a potentially fatal
disease ...NICE has approved two possible treatments :

Treatment A - gives you a guaranteed period of remission but no cure
Treatment B - gives you a 50:50 chance of ‘kill or cure’

As a patient, how long a period of remission would you want from
Treatment A to choose that option, rather than go for the 50:50 option ?

As a professional, how would you advise the patient in making their
value choices ? When would you “impose” your professional values ?
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But what about when personal values come into
tension or conflict with Public Value outcomes ?

1) Miles Mahoney and the Park Plaza case. In Chapter 4, Creating
Public Value, Mark Moore, 1995, Harvard University Press

2) Dietrich Bonhoeffer (1945): Letters and papers from prison
3) Vladimir Putin ?

4) Abortion ?
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The Changing Context, 1 : EPESTO

1)

2)

3)

4)

The challenges and changes facing citizens, communities, governments,
public services, businesses and NGO’s are much more fundamental and

far-reaching than the Western pre-occupation with Brexit, Boris, Covid,

PartyGate, Twitter, Ukraine

We are facing a series of profound, simultaneous, systemic, global
changes in the ecological, political economic, social, technological and
organisational context (EPESTO) e.g The death throes of the
“anthropocene era” ? Peak oil and plastic ? Resource wars (water; land) ?
End of the US empire ? Rise of the Chinese empire ? The new silk roads ?

Post-modern ? Post-capitalist ? Post- democracy ? Post-employment ?
Post-binary ? Post- human.... ?

Pre-what ? Algorithms, artificial intelligence ?
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Living and leading in a period of profound transition

# Antonio Gramsci: “The old order is dying and the new cannot be
born...Disorder, war, and even disease can flood into the vacuum...”
“Combine pessimism of the intellect with optimism of the will”

# Learn to live, learn and lead, in the “liminal” space between the “what
was”, the “what is”, and the “what will be”. It is a place of transition, waiting,
watching and not knowing. Let go and let it form us. (Liminal comes from the

Latin “limen”, meaning threshold; any point or place of entering or beginning.

# We are living in the moment between the lightning and the thunderclap

#Create liminal places and spaces where can live, breathe and act with pace,
grace and generosity, clarity, compassion and courage. Richard Rohr ? Pema
Chodron ? Thich Nhat Nanh)
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The Changing Context, 2 - VUCAP

# These structural, sociological and psychological changes are often
experienced by individuals, families, communities and organisations in terms
of volatility (speed, volume, magnitude and vortex of change), uncertainty
(unpredictability of issues and events), complexity (the inter-connectedness
of processes, with unpredictable “ emergent” outcomes),
ambiguity(divergent interpretations about events, and competing and
contested values), and powerlessness ( sense of im-potence)(VUCAP).

# A deep sense of loss of control over identities, meanings,
borders/boundaries, values, cultures, jobs, purpose and futures.

# “Othering” and projecting anger or blame onto “victims”
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Uncertainty & Anxiety Are Often Projected Outwards

# The Blame Game — Paranoia; Demonising; Racialising; Xenophobia;
Scape-Goating; Witch-hunts; Othering; Banishing; Destroying

# The Politics of Uncertainty. Peter Marris (1996), Routledge

# The Road To Somewhere. David Goodhart (2017), Hurst.

# Containing Anxiety In Institutions. Isabel Menzies-Lyth (1988) Fabooks
# Experiences In Groups. WR Bion (1961), Routledge

# Systems of Organisation — E.J Miller and A.K Rice (1967), Tavistock

# Boundary management; heat-shield; what is enclosed/kept out ?
# Boundaries between the inner and the outer — anxiety, psychosis
# Protecting people and organisations from threats — focus on primary task
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All At Sea In The Rough Waves of Continuous
Churn and Change ?

o
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Searching for a Shaft of Light in the Darkness ?
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The Changing Context 3 — Complex Adaptive Systems

# These deep structural changes require not just minor adjustments in
thinking and action, but a major paradigm shift. A Copernican revolution,
which first de-centres and then re-frames our mind-sets and practices,
provoking transformational changes in thinking, behaviours, practices

# This revolution includes a shift from “reductionist” thinking (analysing
things in terms of their component parts) to “whole systems” thinking
(synthesising things in terms of the whole inter-connected, complex,
adaptive, self-regulating system, and focusing on the “emergent”
properties of the system ).

# Organic, not mechanical. Non-linear. Unpredictable.
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Leadership Across Boundaries — Polycentric Networked Governance (John Benington 2011)
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PEOPLE AS ENERGY SYSTEMS ?

Electrical energy in neurones continually creates and
recreates new patterns of interaction between
synapses and develops new neural networks.
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Organisations: Complex Adaptive Energy Systems ?
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4: The Theory and Practice of ‘Public Value’

# Creating Public Value
Mark Moore (1995), Harvard University Press

# Public Value: Theory and Practice,
John Benington and Mark Moore (eds) 2011, (Palgrave)

# Recognising Public Value
Mark H Moore (2013), Harvard University Press

# Creating Public Value in Practice
John Bryson, Barbara Crosby, Laura Bloomberg (eds) 2015, (CRC Press)

# Public Value, Adam Lindgreen, Nicole Koening-Lewis, Martin Kitchener,
John D Brewer, Mark H Moore, Timo Meynhardt, eds (2019), Routledge
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Competing Paradigms for Public
Management (Benington 2007)

“TRADITIONAL” PUBLIC
ADMINISTRATION

“NEW” PUBLIC MANAGEMENT

NETWORKED GOVERNANCE

CONTEXT Stable Competitive Continuously Changing
POPULATION Homogeneous Atomised Diverse
NEEDS/ Straight-forward, defined Wants, expressed through Complex, volatile and
PROBLEMS by professionals the market prone to risk
STRATEGY State and producer centred | Market and customer Shaped by civil society
centred
GOVERNANCE Hierarchies Markets Networks and
THROUGH: Partnerships
REGULATION BY: Voice Exit Loyalty
ACTORS Public Servants Purchasers and providers. Civic leaders
Clients and contractors
THEORY Public Goods Public Choice Public Value

Warwick Business School
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THE PUBLIC VALUE STRATEGIC TRIANGLE
Mark H. Moore, 1995; John Benington & Mark Moore, eds 2011

The Authorising
Environment

Public Value,

Strategic Goals

Operational
Capacity

Warwick Business School Copyright : Emeritus Professor John Benington, University of Warwick, UK 28



WHAT IS PUBLIC VALUE?

Two dimensions of public value:

" What does the public most value?

" What adds most value to the public sphere?

These are contested questions, often in tension.
Who decides?
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WHAT IS A PUBLIC ?

#The Public Is Not Given But Made

#The Changing Meanings of Private and Public (Colin
Crouch, Raymond Williams (1976), Keywords, Fontana

# “Calling A Public Into Existence” (John Dewey)
# The Public Sphere, The Public Realm ?
# The Public Interest ? The Common Good ?

#The Public Arena; forums for democratic contestation
between diverse, competing and contesting publics,
and how to find what we need to have in common
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WHAT DO WE MEAN BY VALUE ?

= Economic value (exchange value, labour value, use value) — adding value
to the public realm thro the generation of economic activity and
employment

= Social value — adding value by strengthening social capital, social
cohesion, social relationships, culture

= Political value — adding value by stimulating and supporting democratic
dialogue and participation

= Ecological value -

= Spiritual value — adding value by deepening the sense of the spiritual
dimension in individuals, communities and societies
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WHO CREATES PUBLIC VALUE ?

= Public value is not created by the public sector alone

= Public value outcomes can be created by the state, the
private market and/or civil society

= One of the key roles of the state can be to harness the work
of many different agencies (public, private, voluntary and
neighbourhood organisations) behind clear public value goals
and outcomes
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HOW IS PUBLIC VALUE CREATED ?

" The processes of public value creation vary depending on
what kind of production process is involved — mass
production ? small batch production ? craft production ? flow
? re-production ?

= Public value is often co-created in the subtle inter-
relationships between public professionals and their clients
and stakeholders — e.g teachers, pupils, and families; doctors,

patients and carers; police, victims and neighbourhood
communities
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— The Public Value —

Stream
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the outcomes

From John Benington and Mark Moore (editors)
Public Value Theory and Practice, 2010, Palgrave
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WHERE IS PUBLIC VALUE CREATED ?

" The prime arenas for PV creation are often found at
the front-line of the organisation, where there is the
closest interaction with clients, citizens, communities
and the changing environment

" PVisincreasingly produced not by a single person or
organisation, but by inter-organisational
partnerships and networks. Dilemmas of steering,
accountability and measurement
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THE INVERTED PYRAMID OF PUBLIC VALUE

USERS, CONSUMERS, CLIENTS, CITIZENS, COMMUNITIES

NURSE CARE WORKER STREET CLEANER PARK KEEPER POLICE CONSTABLE TEACHING AUXILIARY
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DOCTOR DEPARTMENT
| cID $0-19 \_‘
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OFFICER GARDENS OFFICER T
HOSPITAL
ADMINISTRATOR CHIEF COUNCIL
CONSTABLE EDUCATION
OFFICER
CHIEF MEDICAL |
OFFICER HEAD OF PUBLIC CHIEF
I AUTHORITY COMMISSIONER HEAD OF
T EDUCATION
HEAD OF NHS |
PARLIAMENTARY PARLIAMENTARY PARLIAMENTARY
UNDER SECRETARY UNDER SECRETARY UNDER SECRETARY
[ [ [
MINISTER FOR DEPUTY PRIME HOME MINISTER FOR
HEALTH MINISTER SECRETARY EDUCATION
I [
PRIME MINISTER
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“Public Value as a contested democratic process”
Benington 2011

# Public value creation may involve contest as well as collaboration

# The public sphere as an arena for “agonistic pluralism” - a struggle
between competing ideologies, interests, values, perspectives, but designed
not to destroy the opponent, but to find a new synthesis and hegemony
(Chantal Mouffe 1993, Verso; Mariana Mazzucato 2018; Nancy Fraser, 2019,
Verso; Grace Blakely, 2020, Verso)

LET’S DISCUSS

# How to mobilise innovative processes of democratic, dialogical debate to
bring intelligent publics into existence. Experiments: Coventry Community
Development Project ? Coventry City Plan ? Citizens Juries ? Communities of
Practice ? Cotswolds Village ?
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5. PUBLIC LEADERSHIP

1. Ron Heifetz (1994) Leadership Without Easy Answers, Harvard Belknap
Press; Heifetz and Linsky 2002; Leadership On The Line, HBS Press

2. John Benington and Irwin Turbitt (2007); Policing the Drumcree
Demonstrations in

Northern Ireland: Testing Leadership Theory In Practice. Leadership Journal
Vol 3 Number 4 November 2007 (Sage Publications) .

3. Jean Hartley and John Benington 2010, Leadership for Healthcare, Policy
Press

4. Jim Collins, 2001, Good to Great: Why Some Companies Make The Leap ..
And Others Don’t, Harper Collins

5. Sun Tzu, The Art of War, The Denma Translation, Shambala Press (5t"
Century BC; and 2002)
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L
Leadership Without Easy Answers: Ron Heifetz,
Harvard Kennedy School of Government

Distinguish “tame/technical” problems from “complex/wicked problems”
requiring “adaptation” in thought and/or behaviour

1. Identify the “adaptive challenge” for you and your organisation

2. Give the work back to the people with the problem (but at a
rate they can stand)

3. Create a safe but challenging “holding environment”
4. Regulate the level of distress
5. Pay disciplined attention to the issues
6. Protect the voices of leadership without authority
7. Move continuously between the “balcony” and “dance floor”
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Leadership as Adaptive Work

Helping “followers” to become leaders by taking
responsibility for confronting tough questions, complex
dilemmas and crunch choices

|ll

Carrying out the painful “adaptive work” of accepting
themselves as part of the problem as well as part of the
solution.
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Leaders need to move continuously between the Balcony
and the Dance Floor, between Strategy and Operations

Combining perspectives from

The Balcony - offering a strategic overview of the whole

system, and all the other players and stakeholders in the
arena

The Dance Floor — get down to get groovy, where the
music and the action is.
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Seven principles for Leading Adaptive Work (based on Heifetz & Linsky 2002)

Get on the Balcony

+ Aplace from which to observe the patterns in the wider environment as well as what is over the horizon
(prerequisite for the following five principles)

Identify the Adaptive Challenge

« Achallenge for which there is no ready made technical answer
« Achallenge which requires the gap between values, beliefs, attitudes and behaviours to be addressed

Create the Holding Environment

Regulate Maintain Give back

the Distress Disciplined Attention the work

Protect the voices of Leadershiﬁ from below
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Achieving and Sustaining High Performance

“Good to Great” Jim Collins (2001), Random House
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Level 5 Leadership

# A paradoxical blend of personal humility and
professional will.

(More like Lincoln and Socrates than General Patton or
Caesar)

Warwick Business School Copyright : Emeritus Professor John Benington, University of Warwick, UK
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First Decide Who...Then Where?

Developing Effective Teams

# Get the right people on the bus;
# Get the wrong people off the bus;
# Get the right people in the right seats

# Then decide where to drive to !

Warwick Business School Copyright : Emeritus Professor John Benington, University of Warwick, UK 45



Confront the Brutal Facts (Yet Never Lose Faith)

# Have the discipline to confront the most brutal facts
of your current reality

# Maintain unwavering faith that you can and will
prevail

# Compare Gramsci’s “ Pessimism of the Intellect
Combined With Optimism of the Will”
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Maintaining a Culture of Discipline

Disciplined People
Disciplined Thought

Disciplined Action
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The Rhythm and Energy of A Flywheel

Revolution means turning the wheel
(Igor Stravinsky)

Power exists in continuous improvement and the
relentless delivery of results.

“Build up” momentum, “Break through” energy

Warwick Business School Copyright : Emeritus Professor John Benington, University of Warwick, UK
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Mobilising Organizational Energy

# Harness 5 types of energy for organizational life :

Psychological, social, spiritual, physical, and intellectual
(Helen Bevan, NHSI)

# Mobilising energy and hope is critical in leading
organizations, networks and movements

# The challenge for leaders — sustaining your own
energy and hope

Warwick Business School Copyright : Emeritus Professor John Benington, University of Warwick, UK
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A “COPERNICAN” REVOLUTION REQUIRED
IN MIND SETS, BEHAVIOURS - AND FEELINGS ?

Beyond linear thinking and action — to complexity and inter-
connectivity

Beyond bi-polar opposites — to inter-dependence within
complex adaptive whole systems

Beyond centralised mechanical control — to organic growth
and movements of energy within self-regulating systems

Warwick Business School Copyright : Emeritus Professor John Benington, University of Warwick, UK
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Moblilising energy and orchestrating the
organisation

“Your first and foremost job as a leader Is to take
charge of your own energy and then help to
orchestrate the energy of those around you.”

Attributed to Peter Drucker
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Public Leadership to Mobilise PV - 1

Focus on outcomes for citizens and communities
Look outwards, more than inwards or upwards

Don’t ask for permission; ask for forgiveness

Win hearts and minds. Mobilise energy & momentum

Constantly ask how to increase value for the public
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Public Leadership To Mobilise PV - 2

# “Place shielding” as well as “place shaping”. Create a broad heat- shield, and
a safe but stretching “holding environment”, so people and communities can
tackle tough problems together. Re-creating public arenas.

III

# Combine “pessimism of the intellect with optimism of the will” — analyse
problems/risks/uncertainties critically, but act creatively and courageously

# Lead with a compass and a torch — the maps may now be out of date;
contours change during earthquakes; fogs obscure familiar landmarks.

# Focus on the horizon. Keep checking & sharing knowledge with others.
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Public Leadership To Mobilise PV - 3

# Draw on your team’s “tacit knowledge” (Nonaka)

# Respect what is valuable from the past — knowledge,
experience, practical wisdom (“Phronesis”)

# Practice The Art of War — Sun Tzu (“Metis”)
# Lead With Political Astuteness (Jean Hartley)

# Manage uncertainties — don’t project them on to others ;
avoid micro-management & blame cultures

# Look after your own inner resources and resilience
# JFDI |
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A Footnote About Personal Resilience

Constant attention to a fast-changing environment. Encouraging
staff, dealing with patients, families, the public and the media can be
emotionally and physically draining

Restorative resilience — knowing when to step back (the value of a
leadership constellation)

Preventative resilience — what helps to develop the inner resources
for managing the paradoxes of leadership?

Mindfulness ? Spirituality?

10 hugs a day ?
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Leadership Plain And Simple :
Steve Coogan

Think
Act

That’s It |
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Keeping in Touch

J. Benington @warwick.ac.uk

Friends of Ibba Girls School, South Sudan
e www.ibbagirlsschool.org
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