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Our shared aims:

l CREATING A CULTURE where everyone can
*  be active and move more.

2 Enabling CHILDREN AND YOUNG PEOPLE to
« have positive experiences of being active

throughout their childhood. /" In addition to the imbalances and inequalities of Covid-19, there
are two themes that cross through all of the aims - the POTENTIAL
OF WALKING in a way that's accessible to everyone and
OUR CARBON FOOTPRINT AND IMPACT ON THE ENVIRONMENT.
\These considerations feed into almost all of our aims and oc’rionsj

Working with PEOPLE AND COMMUNITIES
* who experience the GREATEST INEQUALITY.

Maximising the potential of physical activity
* toimprove PHYSICAL AND MENTAL HEALTH.

Creating ACCESSIBLE, SAFE, and INCLUSIVE
* PLACES AND ENVIRONMENTS for physical activity.



Our united approacn

How we work to achieve this is key. We're learning
that it will take a commitment to:

by working closely

with lived experience and listening carefully to
resident voices.

who can lead and influence others to move more.

across and
between partners and sectors.

b

understanding what works as well as what doesn't
and applying it fo our work on an ongoing basis.

policy and practice.

to where it's most needed.
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Systems Leadership Workshops

Workshop 4: Tuesday 18" June 2024, 1.00 pm - 4.00 pm

Understanding your landscape: the lie of the land

Debbie Sorkin, National Director of Systems Leadership, the Leadership Centre



What we’ll be covering this afternoon:
(hopefully a fair amount of ground)

o Very brief recap on what we’ve covered so far,
particularly in relation to what it means to work in
complexity; foundations of working in a system; and
getting a broader perspective

o S0, who's in your system? What are you working
with? Introduction to Rich Pictures. Individually,
working on a Rich Picture (and getting a cup of tea)

o Given who's in your system, who do you want to
influence? Stakeholder and Actor Mapping. In small
groups: sharing our Rich Pictures and identifying
potential priority stakeholders

o Getting a better handle on what’s happening: Root
Cause Analysis and Multiple Cause Diagrams

o Small group reflections: where might we use this?

m LEADERSHIP
[ CENTRE



Recap: the story so far...

s virtual
staff college

Synthesis Paper
OF
SMALL THINGS

oooooooooooooo

ﬁfﬂ?& 00
Working in complexity - Using systems leadership approaches -
what it means and it is about leaderSHIP/behaviours

Thinking about how you might get to

The foundation: shared purpose where you want to go: Dancefloor/
Balcony and Future Basing = LEADERSHP




The lie of the land (1): who's in your system?

Rich Pictures




Rich Pictures

o Not a work of art

o More about ‘what does my/our system feel like?

o Who's in the system? What are the
relationships? Who isn't included? Where are

you? Or the people you support/work with?

o As many stick figures as you like or as
creative/colourful/symbolic as you like

o Shows up what's sensed but can't easily be put
INto words, or assumptions in play

o The pointis not the picture but the questions
the picture makes you —and others - ask



Task: please have a go at drawing a Rich Picture
either of your system, or of a part of it

o Not a work of art
o More about ‘what does my/our system feel like?
o Who's in the system? What are the

relationships? Who isn't included? Where are
you? Or the people you support/work with?

o As many stick figures as you like or as
creative/colourful/symbolic as you like

o Shows up what's sensed but can't easily be put
INto words, or assumptions in play

o The pointis not the picture but the questions
the picture makes you —and others - ask




Understanding the landscape:
The lie of the land

Tea/comfort break
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The lie of the land (2): given who's in your system,
who do you want to influence?

\

constituency
leadership
SHARED

VALUES

VALUES opposition

Actors Map

= LEADERSHIP
g CENTRE



Once you have a sense of your system, you can
identify your allies (and know your enemies):
Stakeholder and Actor Mapping

Keep well informed

High power

Low support

Minimal but regular
contact

Low power

High support

Anticipate and meet
their needs

Actors Map

- 0G0

constituen I:'l',l"

Ieade rshlp
SHARED

VALUES

opposition

VALUES




Task: who do you want to influence?

o In threes:

o Please talk about your Rich
Pictures

o Ask questions about the Pictures:
who's in? Who isn’t? Why are
things drawn in a particular way?

What questions do you want to
ask?

o Then, from the Rich Pictures, who
- specifically - do you want to
influence? Please keep a note.



The lie of the land (3): working with Root Cause
Analysis and Multiple Cause Diagrams




Root Cause Analysis

The process of discovering the underlying
causes of iIssues, In order to iIdentify appropriate
solutions.

Range of different methodologies available.

Based on the premise that it's much more
effective to systematically prevent and solve
underlying issues rather than just treating ad-
hoc symptoms.

And whilst in complex issues, there are likely to
be multiple factors in play, it can be surprisingly
effective to start somewhere and think things
through, systematically — it gives you a starting
point.

If this sounds like a good way to use your time,
you'd be right.

LEADERSHIP
CENTRE
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Getting started with a Root Cause Analysis

o Three potential goals:
= o to discover the root cause
—tl o to better understand how to learn from
underlying issues
o to be able to apply the learning

o So you're looking to determine:
o what happened
o why it happened
o what you can do instead (or more of)

o Usually three basic type of causes:

o Physical - tangible, material items failed in
some way

o Human - people did something wrong in
the circumstances or didn't do what they
should have done

o Organisational - a system, process or policy
is faulty/not appropriate

LEADERSHIP
CENTRE
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Doing a Root Cause Analysis

o Work with a group
o Much better to have a range of eyes on the issue

o Define the problem
o Work with one thing, where you've got evidence of
something happening

o Start by going through, in detail, what happened
o Go through each step, slowly —you're looking at the
seguence of events
o What was the impact?
o Don't be tempted to look at reasons/causes at this stage

o Then start looking at why it happened
o Isita physical, human or organisational cause? Is it a mix of
factors impacting each other?
o What are the underlying conditions?
o Try and identify as many factors as possible

o Then you can start thinking about learning and doing things
differently

LEADERSHIP
CENTRE
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Some tools and techniques: cats, fish and 5Whys

5 Whys:
o You ask ‘why? [did something
happen] until you get to the root
of the problem

CATWOE: looking at the same
situation from different perspectives
o Customers (patients, families)
o Actors (people who implement the
solutions)
o Transformation (process that's
affected)
o World view
o Process Owner (Who is this?)
o Environmental constraints




Using a Fishbone Diagram Template (Ishikawa)

o Start by defining the problem
statement and placing it on the
right-hand side of the fishbone
diagram

o Then identify potential causes of
the problem

o Then categorise these causes -
physical, human, organisational

o Then list out each cause as the
‘bones’ of the fish




Multiple Cause Diagrams

o Helpful when you've got a complex problem (or
you think you have)

o Helpful when you've got people pointing fingers
of blame at each other

o Helpful because the aim is not to come up with
an instant solution

o Rather, the aim is to (literally) see more of the
picture and the range of factors

o In other words, it's to understand the complexity
better and change the way people think

o Thisin turn can help everyone agree on a
starting point/problem to tackle



Drawing a Multiple Cause Diagram

o Start at the end and begin with the problem:
just one problem

o Think about the primary causes of the problem:

ask: why is this happening?

o Connect the causes to their effect: draw an
arrow that shows the direction of the path from
cause at the foot of the arrow to effect at the
point. The arrow means ‘causes’ or ‘leads to'.

o Now think about the causes of the causes: ask
again, why is this happening?

o And connect, and ask again and connect with
arrows. Do the paths make sense? Add in smaller
steps if you need to. Try not to cross arrows over.

o Make sure that all the arrows from any point on
the diagram ultimately lead you to the central
problem

o Review the diagram, explore and discuss it: ask
where an intervention can be made/tried

Example - Why a Work Group is underparforming?

Unfamiliar
equipment
" Insensitive
supervision
.'III ..-'"-.-.J.- -'I.

y — .

Insufficient Errors and - / '.
training . > missed - 4 II
7 deadlines 4 '

AN / |

b rrf,f
|| l". -~
\ A
\ | rd |
\ ¥ ‘/" .
- Feelings of -
. inadequacy ) /
F . —
" i
General S et l‘Jﬂf
undﬂrpﬂrfnrmm‘ The— .. Conflict within
"“—-______ __thﬂ team

fhttpcihwwa projects kmi.open.ac. uk)

LEADERSHIP
CENTRE

i



Small groups: where might we use these approaches?

o What particularly resonates with me
about what I've just heard?

o Where might | use these ideas/try
them out?

o What would help/get in the way?
o What support would | need?

Please keep a note of anything that
particularly strikes you.




Coming up....

o The power of influence (1) Empathy

Mapping and Reframing

o The power of influence (2) Public Narrative

o Keeping change going: leading through

uncertainty and developing resilience
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More case studies and lessons learned

Health Science Network  / //{\ , CENTRE
f —Y

The Revolution will be \

Customised: the Eastern J
| AHSN’s Digital Pioneers L ¥
| Insights and learning on what makes
| for successful digital innovation in

health and social care §J

The Art
~ of Change
X Making

Curated and produced by
John Atkinson, Emma Loftus and John Jarvis on
behalf of the Systems Leadership Steering Group

Insights from places on transforming systems

A report by The Leadership Centre for
The Systems Leadership Steering Group

—:‘
www.eahsn.org @TheEAHSN = LEADERSHIP

All at www.leadershipcentre.org.uk

= LEADERSHIP
B CENTRE


http://www.leadershipcentre.org.uk/
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18th June 2024

Thank you.

Debbie.Sorkin@leadershipcentre.org.uk @DebbieSorkin2

-
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