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Our agenda
• Welcome: what we will be doing in this session
• My leadership journey: using Transformation cards
• An exponentially changing word and what it means for us
• Leadership for a post-conventional world
• Spreading change in a post-conventional world
• Leadership transformation the stages
• Action planning and reflection

@HelenBevan #LeadingChangeMHVC
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My leadership journey: pick three cards

2. “Where are you now (here)?”
One card for how you think and act now

3. “Where are you going (to there)?”
One card about possibilities for your future

1. “Where are you from?”
One card that captures how you thought and 
acted when you first thought of yourself as a 
leader
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My leadership journey: pick a card from the 
other deck (catalyst cards)

Reflect: 
What is happening in your leadership 
role right now that might influence your 
future direction?

Choose one card from the second deck 
that captures something about this 
reflection

@HelenBevan #LeadingChangeMHVC
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My leadership journey

On the back of each of the cards from 
the first deck is a tiny letter or letters (on 
the bottom right hand side)

Make a note of the letter(s) for your 
from, here and there

We will return to them later

@HelenBevan #Leading Change
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My leadership journey: pick three cards

2. “Where are you now (here)?”
One card for how you think and act now

3. “Where are you going (to there)?”
One card about possibilities for your future

1. “Where are you from?”
One card that captures how you thought and 
acted when you first thought of yourself as a 
leader

On your table, each 

person should tell 

their leadership story, 

using their three 

cards and their 

catalyst card



Transformations is

a tool for understanding key patterns in your life, 
individually and together in groups, organisations and 
communities.

@HelenBevan #OHAlearning
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Transformations is

Two sets of cards and a User’s Guide:
1. Life Logics (84 cards)
2. Catalysts (50 cards)

An interactive tool for exploring life 
journeys:
From   →   Here   →   to There

@HelenBevan #OHAlearning
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Post conventional leaders

Current global trends call for 
leaders who can demonstrate a 
high level of maturity in dealing 

creatively with increasing 
complexity, uncertainty, 

diversity, and numbers of 
paradoxes

@HelenBevan #LeadingChangeMHVC



10 |

Post conventional leaders

“Tomorrow’s management 
systems will need to value 

diversity, dissent and 
divergence as highly as 

conformance, consensus and 
cohesion.”

Gary Hamel





In 5 years, our technology will be 
32 x better than it is now

In 10 years it will be 1,000 x better 
In 20 years it will be one million x 

more advanced

Ryan Arsh
ad
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Many of the ways we go about 
improving health and care were 
designed in a different mindset 

for a different set of 
circumstances

We are often operating 
with 20th century change 
practice in a 21st century 

world

: 

Source of images : http://www.slideshare.net/dachisgroup/dave-
gray-the-connected-company

http://www.slideshare.net/dachisgroup/dave-gray-the-connected-company


We still organise health and care like the 
Tabulating Machine Co. of 1917

Source of image: @corp_rebels @HelenBevan #LeadingChangeMHVC



The biggest shifts we are seeing 
are shifts in power

Power is the ability 
to produce intended 
effects
Bertrand Russell

@helenbevan #LeadingChangeMHVC



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

new power
Current

Made by many

Pulled in

Shared

Open

Relationship

old power
Currency

Held by a few

Pushed down

Commanded

Closed

Transaction

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


The Network Secrets of Great 
Change Agents

Julie Battilana &Tiziana Casciaro

As a change agent, my centrality in the 
informal network is more important than my 

position in the formal hierarchy



People who are highly connected have 
twice as much power to influence 

change as people with hierarchical 
power

Leandro Herrero
http://t.co/Du6zCbrDBC

@helenbevan #LeadingChangeMHVC

http://t.co/Du6zCbrDBC


Find the superconnectors!
Just 3% of people in the organisation or system 

typically  influence 85% of the other people

Source: Organisational Network Analysis by Innovisor



Find the 3%: 
meet Mandy Carney, Head of 
Patient Flow at Yeovil Hospital

“Knows everyone in the hospital”
“Everyone follows Mandy on 
Facebook”
The go-to person for advice
Mandy makes sense of things 
and reduces ambiguity for people
Mandy presents her own monthly 
award “the Carney cup”



As senior leaders, we are less 
influential than we think

If we want to get the same level of influence  
through top down change as the 3% get, we 

need four times more people
Source : Jeppe Hansgaard



The 3% rule also appears true for social 
media

Source:  research by  Graham MacKenzie using NodeXL

In health and 
healthcare globally, 
tweets by 3.3% of 

tweeters accounted 
for 85% of retweets

@HelenBevan #LeadingChangeMHVC



The powerful medical “superconnectors”

Source: NodeXL analysis @gmacscotland 
@HelenBevan #LeadingChangeMHVC



Across the world, trust is imploding

Source: http://www.edelman.com/news/2017-edelman-trust-barometer-reveals-global-implosion / 24

Peers are now as credible as experts

http://www.edelman.com/news/2017-edelman-trust-barometer-reveals-global-implosion/


The inversion of influence

Based on the Edelman Trust Index: the 
average of a country’s trust in the institutions 

of government, business, media and non-
governmental organisations 

@HelenBevan #LeadingChangeMHVC



A world of distrust: Edelman Trust Barometer

@HelenBevan



Patients, families, citizens & social media

Sources: Benetol et al (2018) How patients’ use of social media impacts their interactions with 
healthcare professionals; @RealDoctorMike (2017) Patients trust social media, so be their trusted source

People living with long term conditions and with 
cancer are some of the most engaged and active 
audiences on social media 
Research shows:

• Patients and consumers gain agency by using social 
media for health-related purposes

• It improves their relationship with their healthcare 
professionals

• Overt or tacit opposition from some healthcare 
professionals

Patients trust social media, so we must be their 
trusted source

https://www.sciencedirect.com/science/article/pii/S0738399117305293
https://www.aafp.org/news/blogs/freshperspectives/entry/patients_trust_social_media_so.html


Empower your staff to be the voice of the 
organisation. They’ve got audience & credibility  

@HelenBevan #LeadingChangeMHVC



• Add slide on Symplur

29



30 |

Post conventional leaders

Current global trends call for 
leaders who can demonstrate a 
high level of maturity in dealing 

creatively with increasing 
complexity, uncertainty, 

diversity, and numbers of 
paradoxes

@HelenBevan #LeadingChangeMHVC
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Adult development 
(Constructivist-development researchers)
• Children develop in dramatic steps or stages (Jean Piaget)

• Adults continue to develop in stages (e.g, Lawrence 

Kohlberg, William Torbert, Robert Kegan)

• Adults can become more mature as they “grow up” and 

develop “bigger minds”

• Our adult stage of development affects how we think and 

act at work and home – our “action logics”

• There are several frameworks for thinking about the 

transformations that are possible in adulthood

Source: Charles Palus, Center for Creative Leadership
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The skills for 2030

Nesta, Pearson and the Martin Oxford School: The future of skills: employment in 2030 

Judgment and decision 
making: Considering the 

relative costs and benefits of 
potential actions to choose the 

most appropriate one.

Fluency of ideas: The 
ability to come up with a 
number of ideas about a 

topic (the number of ideas 
is important, not their 

quality, correctness, or 
creativity).

Active learning: Learning 
strategies—selecting and using 
training/instructional methods 

and procedures appropriate for 
the situation when learning or 

teaching new things.

Originality: The ability to 
come up with unusual or clever 
ideas about a given topic or 
situation, or to develop 
creative ways to solve a 
problem

Learning strategies:
Understanding the implications of 
new information for both current 
and future problem-solving and 

decision-making.

Graphics by @scriberian

https://www.nesta.org.uk/sites/default/files/the_future_of_skills_employment_in_2030_0.pdf


Horizontal development:
• Adding more knowledge, skills, and 

competencies
• Transmitted through experts

Vertical development:
• Ability to think in more complex, systemic, 

strategic and interdependent ways
• Learnt through experience 

In a post conventional world, we need to  focus 
on vertical development as well as horizontal



Vertical development is 
about the ability to think and 
act in more complex ways. 
It’s about how you think. It’s 

about maturity, and  
growing “up” and increasing 

one’s “depth
Charles Palus, 
Centre for Creative Leadership
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The skills for 2030

Nesta, Pearson and the Martin Oxford School: The future of skills: employment in 2030 

Judgment and decision 
making: Considering the 

relative costs and benefits of 
potential actions to choose the 

most appropriate one.

Fluency of ideas: The 
ability to come up with a 
number of ideas about a 

topic (the number of ideas 
is important, not their 

quality, correctness, or 
creativity).

Active learning: Learning 
strategies—selecting and using 
training/instructional methods 

and procedures appropriate for 
the situation when learning or 

teaching new things.

Originality: The ability to 
come up with unusual or clever 
ideas about a given topic or 
situation, or to develop 
creative ways to solve a 
problem

Learning strategies:
Understanding the implications of 
new information for both current 
and future problem-solving and 

decision-making.

Graphics by @scriberian

https://www.nesta.org.uk/sites/default/files/the_future_of_skills_employment_in_2030_0.pdf


COMPLIANT ENGAGED POWERFUL!

CHANGE AGENTS

WANT TO ROCK THE BOAT BUT NOT FALL 
OUT?

• ‘Live’ from 15th February 2018
• 5 modules, 5 weeks
• Every Thursday  15.00-16.00 

GMT
• Live webinar
• Recordings available

• Completely free and open to all
• Handbooks and study guides
• Meet fellow change agents from
• across the globe

http://horizonsnhs.com/school/#S4Change
@SCH4Change

Join the 



Stages of vertical development for change agents
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§ A team player
§ Follows others 

faithfully
§ Works with “old 

power” authority
§ Sticks to QI methods 

and/or project 
management 
approaches

Dependent 

Source:  adapted from Center for Creative Leadership@HelenBevan #LeadingChangeMHVC
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independent way
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Stages of vertical development for change agents
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§ A team player
§ Follows others 

faithfully
§ Works with “old 

power” authority
§ Sticks to QI methods 

and/or project 
management 
approaches

§ Think in an 
independent way

§ Drive the agenda
§ Guided by my own 

values
§ Take a stand for the 

things I believe in
§ Spark and initiate 

change

§ Think in inter-
dependent ways

§ See systems, patterns 
and connections

§ Hold multiple 
perspectives at the 
same time

§ Comfortable with 
tensions, paradox and 
contradictions

§ Lead transformation

Dependent 
Independent 

Interdependent

Source:  adapted from Center for Creative Leadership@HelenBevan #LeadingChangeMHVC



Interdependent
What happens to one affects all the others

40@HelenBevan #LeadingChangeMHVC



Sources:  Being First team (2017) Going for the Big Win in Your Organization
Amit S. Mukherjee (2017) We Must Rescue ‘Win-Win’ From Its Buzzword Status

Interdependence

YOU WINI WIN

SERVICE USER 

@HelenBevan #LeadingChangeMHVC

http://blog.beingfirst.com/going-for-the-big-win-in-your-organization
https://sloanreview.mit.edu/article/we-must-rescue-win-win-from-its-buzzword-status/?utm_source=twitter&utm_medium=social&utm_campaign=sm-direct


42 |

Thursday 15 March



Further reading: Nicholas Petrie (2015) The how-to of vertical leadership development

Horizontal development
• Tools, models and frameworks
• Step by step approaches
• Skills development

Vertical development
• Exposure to new ways of 

thinking
• Intense stretch experiences
• Strong developmental networks

https://www.ccl.org/wp-content/uploads/2015/04/verticalLeadersPart2.pdf


Leaders in 
today’s volatile, uncertain,

complex and ambiguous work 

environments are suffering not from a 

lack of leadership knowledge or skills –

but from the fact their vertical altitude is 

inferior to the complexity of their 

leadership challenges

Nicolas Petrie@HelenBevan #LeadingChangeMHVC

http://www.nicholaspetrie.com/vertical-leadership-development/


Across the globe, researchers and practitioners 
are questioning the conventional “spread” model

Pilot project Rolling out

“If we opened our eyes we would see the wonderful irony. Trying to 
manage human change through pilot and roll-out has actually grown 

something. A proliferation of project managers”.
John Atkinson

@HelenBevan #LeadingChangeMHVC



Everret Roger’s diffusion of innovation curve 

@HelenBevan #LeadingChangeMHVC



Everret Roger’s diffusion of innovation curve 

Innovators

@HelenBevan #LeadingChangeMHVC@HelenBevan #LeadingChangeMHVC



Everret Roger’s diffusion of innovation curve 

Innovators

Adopters
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Emerging post-conventional themes in 
spread

• Spread is a developmental, contextualised, adaptive, 
learning and social process

• Increased focus on adopter’s perspective
• Early involvement of future adopters
• System leadership, convening and “choreography”
• Harness energy / motivation of group wider than innovators 

and enthusiasts 

Source: Diane Ketley
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The key role of the “convenor”: 
system leadership role

• Acting as interface between 
innovation and ‘usual business’

• Creating an adaptive 
environment for spread

• Lessening ambiguity for 
adopters in complex change 
situations

• Strategically coordinating 
spread across a whole system 

• Mobilising networks, crowds 
and influencers@HelenBevan #LeadingChangeMHVC
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Programme manager vs. convenor

• Designs a plan
• Accountability within a 

governance system
• Ensures that delivery 

milestones are met
• Deals with risk and ensures 

that barriers are overcome

• Works with emergence
• Builds commitment to a 

collective goal
• Builds relationships

• Seeks win/wins
• Makes sense of things for 

adopters: the why?
• Enables spread across a whole 

system Dependent/
independent Interdependent

PROGRAMME
MANAGER

CONVENOR



3 principles for spreading change in a 
post-conventional era

ACTIONABLE: The idea is designed to make you do 
something. It might start with sharing but it’s a call to action 

CONNECTED: The idea promotes a closer connection with 
people you care about or share values with. It makes you feel 
part of a community and the network effect creates further 
spread

EXTENSIBLE: The idea can be easily customised, remixed, 
reshaped by people taking part. It’s structured with a common 
stem that encourages communities to alter and extend it

Jeremy Heimens, Henry Timms New Power: How it’s changing the 
21st Century and why you need to know (2018)@HelenBevan #LeadingChangeMHVC

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


Making sure that only people who 
should be in hospital are in 
hospital
• The number of hospital beds occupied by patients 

whose transfer of care has been delayed should be 
reduced to 3.5%

• Less than 15% of assessments [for  continuing care] 
should take place in an acute hospital setting;

• a standardised performance dashboard

@HelenBevan #LeadingChangeMHVC



#endPJparalysis



70 day challenge: 
to give patients 
back one million 

days of their 
precious time that 
would otherwise 
be wasted in bed 

in a hospital or 
care home.

@HelenBevan #LeadingChangeMHVC



@HelenBevan #LeadingChangeMHVC



#endpjparalysis: connected social 
communities

@HelenBevan #LeadingChangeMHVC





Royal Devon and Exeter Hospital

@HelenBevan #LeadingChangeMHVC



@HelenBevan #LeadingChangeMHVC



@HelenBevan #LeadingChangeMHVC
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The essential flaw of quality improvement 
methods

The essential flaw of [quality improvement 

methodology] is that, when implemented, it 

tends to reinforce the mechanistic and 

hierarchical models that are consistent 

with the mental maps of most managers 

Chris Argyris, Flawed advice and the 
management trap 

Source of image: 

www.biblicalcreation.org.uk
Read more at:

http://www.slideshare.net/jurgenappelo/management-30-workout

http://www.biblicalcreation.org.uk/
http://www.slideshare.net/jurgenappelo/management-30-workout
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Ways of describing the development stages

Post conventional Interdependent
Alchemical
Transforming
Redefining

Conventional Independent
Achiever
Expert
Diplomat

Preconventional Dependent Opportunist

Terry Sexton
Center for Creative 

Leadership William Torbert

@HelenBevan #LeadingChangeMHVC



Seven transformations (action logics) 
of adulthood: “growing up”
Alchemical – Integrates material, spiritual, and societal 
transformations
Transforming – Generates organisational and personal 
transformations
Redefining – Reframes complex problems in unique ways
Achiever – Driven by personal and team achievement
Expert – Focuses on logic and expertise
Diplomat – Wants to belong and fit in
Opportunist – Wins for self in any way possible
Rooke, D. & Torbert, W. R. (2005, April). Seven transformations of leadership. 
Harvard Business Review, 66-77.



Distribution of the “action logics”

Source: Cleveland Consulting Group

Expert 
37%

Diplomat 
11%

Opportunist 
4%

Alchemist 
2%Transforming 

5%Redefining 
11%

Achiever 
30%

@HelenBevan #LeadingChangeMHVC
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My leadership journey: a final task 

On the back of each of the cards from the first deck is a tiny 
letter or letters (on the bottom right hand side)

Make a note of the letter(s) for your from, here and there

We will return to them later
Did your action 

logics  correspond 
with the suggested 
development path?

@HelenBevan #LeadingChangeMHVC



Seven transformations (action logics) 
of adulthood: “growing up”
Alchemical – Integrates material, spiritual, and societal 
transformations
Transforming – Generates organisational and personal 
transformations
Redefining – Reframes complex problems in unique ways
Achiever – Driven by personal and team achievement
Expert – Focuses on logic and expertise
Diplomat – Wants to belong and fit in
Opportunist – Wins for self in any way possible
Rooke, D. & Torbert, W. R. (2005, April). Seven transformations of leadership. 
Harvard Business Review, 66-77.



ABC, 30 – 60 – 90 Days - Ideas for Action

Longer Term Actions

Adapted from www.idenk.com

What could we 
speed up / do 
more of ? 
(Accelerate) 

What could we 
stop doing ? 
(Brake) 

What could we 
start doing? 
(Create) 

The next month The next 2 months The next quarter



Crossing the 
commitment line

70

You’ve 
crossed 
the line!
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Have we got the power to change things?
Research with groups shows a 25%-10%-3% pattern:

When a minority group pushing change was below 
25% of the total group, its efforts failed. But they reached 25%, 
the majority of the population adopted the new way of thinking 
very quickly

When just 10% of a population holds an unshakable 
belief, their belief is likely to be adopted by the majority

Typically in organisations, around 3% of people (the 
informal influencers) drive conversations and influence 85% of 
other people. They are not typically the senior leaders

Source: Harold Jarche 2018: 25-10-3

https://jarche.com/2018/06/25-10-3/

