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Leading cultures for high quality care

1. Prioritising an inspirational vision and 
narrative – focused on quality

2. Clear aligned goals and objectives at every 
level 

3. Good people management and employee 
engagement

4. Continuous learning and quality 
improvement

5. Team-working, cooperation and 
integration

6. Via a values-based, collective leadership 
strategy 



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

West, Armit, Loewenthal, Eckert, West, & Lee (2015) Leadership and Leadership Development in Health Care: 
The Evidence Base. London: Faculty of Medical Management and Leadership/The King’s Fund. 



Collective Leadership 

• Leadership the responsibility of all - anyone with expertise 
taking responsibility when appropriate 

• Shared leadership in teams
• Interdependent,  collaborative leadership - working 

together to ensure high quality health and social care
• Leaders and teams prioritising quality of care across the 

system/organisation 
• Shared approach to leadership within the leadership 

community

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

http://www.kingsfund.org.uk/publications/developing-collective-leadership-health-care
http://dx.doi.org/10.1108/JOEPP-07-2014-0039


How will the organisation ensure the 
creation of leadership capabilities? 

The challenges 
the NHS 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



Developing a collective leadership strategy

• Collecting intelligence on strategy, vision, mission, future 
challenges, political context and opportunities

• Needed vs existing capabilities

• Number of leaders, qualities, diversity, medical / clinical

Discovery

• Required leadership capabilities – individual and collective

• Means to acquire, develop and sustain those capabilitiesDesign

• Leadership development - programmes etc

• Organisation development – culture, teams, boundary spanning, 
collaboration, dialogue

• Shaping leadership culture, organisational culture, embracing 
change

Development 
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Bringing the data together: Synthesis Workshop



Culture Assessment Tool (CAT)

1. Lived vision and values

2. Goals and Performance

3. Support and compassion

4. Learning and innovation

5. Team, inter-team, cross-boundary working

6. Collective leadership 
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• 20 years of development
• Clear theoretical and empirical base
• Published in top peer reviewed journals 
• Developed by psychometricians 
• Assesses key dimensions research shows predict NHS trust 

performance
• Specifically designed measures of cultures of compassion
• Established predictive validity and reliability
• Offers detailed analysis of dimensions of team working (The 

Aston Real Teams measure)
• Specifically designed for healthcare organisations
• Elements have been tested in hundreds of organisations both 

nationally and internationally 
• An assessment tool that measures both culture and leadership 

culture
• Part of a larger piece of work that seeks to understand culture 

and leadership

WHAT makes the CAT different from other 
culture surveys, questionnaires and 

assessments? 
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• Vision and Values: the degree to which 
practices within the organisation align with 
the achievement of the values described in 
the NHS Constitution and the degree to 
which staff at all levels are aware of the 
long term vision for and direction of the 
organisation.

• Goals and Performance: the degree to 
which the organisation provides effective 
individual performance management.

• Support and Compassion: the degree to 
which staff feel that managers and 
colleagues provide support and compassion 
to patients and to colleagues.

• Learning and Innovation: the degree to 
which the organisation’s culture supports 
the development and implementation of 
new and improved ways of working.

• Team Working: the degree to which 
effective team and inter-team working is 
established within the organisation.

• Collective Leadership: the degree to 
which the organisation enables collective 
leadership across different staff levels and 
across service areas.

Prioritising an inspirational vision 
and narrative – focused on 
quality

Via a values-based, collective 
leadership strategy 

Team-working, cooperation and 
integration

Continuous learning and quality 
improvement

Good people management and 
employee engagement

Clear aligned goals and objectives 
at every level 
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The Report



Leadership workforce analysis

• Overarching question: what and how many leaders will we 
need in the future?

• Process for answering this question:
– Future mapping (what future are we talking about, what 

are our key positions and how will they change)
– Skills mapping (what leadership qualities do we need to 

meet those key positions)
– Leadership pipeline (where are our key transitions, how 

many talented leaders at each, how are we promoting and 
developing)

– Succession planning (who are best candidates for 
succession at each transition point, plans to ensure they 
are ‘ready now’ including values fit for collective 
leadership)



Leadership Tasks
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Vision Helping to interpret the meaning of events 
& values Creating direction and alignment

Goals & Organise and coordinate work efforts 
performance Ensure necessary resources are available

Support & Nurture commitment and optimism
Compassion Promote social justice and morality

Learning & Enable collective learning 
Innovation Develop and empower people

Teamwork Encourage trust and cooperation
& collaboration Create a sense of collective identity

West et al (2015). Leadership and leadership development in healthcare: The evidence base. 
London:FMLM and The King’s Fund



Leadership behaviours
analysis

Leadership behaviour

Create a sense of collective identity

Create direction and alignment around strategies and objectives

Develop and empower people

Enable collective learning

Encourage trust and cooperation

Ensure necessary resources are available

Help to interpret the meaning of events

Nurture commitment and optimism

Organise and coordinate work efforts

Promote social justice and morality

1. Which are most important for delivering 
high quality care in our trust?

2. How strong are our leaders in 
demonstrating these behaviours?

3. …Now and Future?
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