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System Leadership Narrative 

In many fields there has been a quiet revolution in 
the approach to complex organisational, ecological 
and biological problems.  The difference being to 
shift emphasis from the understanding of the parts 
(Mechanistic, reductionist thinking) to consider the 
holistic or ecological. (Systemic thinking) 
 
A system can be defined as “A perceived whole, 
compromising several elements (people, activities, 
events, resources) in interdependent relationships. 
These elements continually affect each other over 
time and operate in pursuit of a common purpose”.  
 
The behaviour of the entire system emerges out of 
the pattern of interrelationships between the 
elements.  Systems thinking focuses attention on 
the dynamic nature of problems, and considers the 
form (patterns, order, and qualities) with less 
attention on the mechanistic understanding of the 
structure (matter, substance, and quantities). 
 
Complexity refers to the condition of a system which 
is integrated yet too rich to understand in simple 
mechanistic or linear ways. The individual elements 
behaviours may be understood in simple terms yet 
the entire system can only be understood in principle 
and patterns – not determined in detail.  Complexity 
deals with emergent behaviours, innovation, 
learning, and adaptation. 
 
What makes a system complex is not the variety or 
number of elements in a system but their 
interconnectedness.  
 

Traditional solutions to the complex issues facing our health and social care organisations 
have to date focused on delivering care interventions, often in isolation often from other 
parts of the system. The vision for the National Health and Care Service of the future as 
described in the Long Term Plan (2019) will require organisations and individuals to work 
together across patient/citizen pathways within new models and frameworks of care that 
are no longer linear and boundaried. 
 
It should not be underestimated how huge the challenge of integrating health and social 
care is, nor the opportunities that it brings. Through the development and implementation 
of Integrated Care Systems (ICS) and the Integrated Care Provider (ICP) and Primary Care 
Network (PCN) structures within the ICS, the requirement for a different kind of system 
focussed leadership is clear.  
 
Local systems will need to work towards more collaborative, diverse, inclusive, outcome-
focused approaches, whilst maintaining quality, compassion, financial balance and effective 
workforce performance that provides the best possible care for our local population. 
 
Such is the nature of the transformation ahead of us; it is naïve to believe that any one 
organisation will achieve it without the help and support of others and achieving such 
ambitions will demand a leadership that understands system responsibility as well as the 
accountability required to run independent organisations. 
Systems working focusses on population health and will require particular leadership 
qualities to effectively work across boundaries with diverse groups of providers, people, 
patients, citizens and staff. The success of this new system approach will depend on how 
the ICP partners develop the vital relationships, trust and respect for each other’s 
perspectives. Equally, how partners in the ICS and ICPs challenge and support each other 
constructively and demonstrate a willingness to compromise in order to create the right 
conditions needed to truly benefit the populations they serve.  
 
The ICPs and PCN partners will need to act as system change agents if we are to achieve 
the aims of the long term plan; developing new ways of working for the 21st century, 
improving the health of the population through prevention,  making best use of new 
technology, addressing the current workforce challenges, making the NHS a great place to 
work and ultimately; providing the highest standards of care for us all.  
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What is systems thinking? 

Traditional solutions to the complex issues facing our health and social care organisations 
have to date focused on delivering care interventions, often in isolation and often from 
other parts of the system.  
 
The vision for the National Health and Care Service of the future as described in the Long 
Term Plan (2019) will require organisations and individuals to work together across 
patient/citizen pathways within new models and frameworks of care that are no longer 
linear and boundaried. 
 
It should not be underestimated how huge the challenge of integrating health and social 
care is, nor the opportunities that it brings. Through the development and implementation 
of Integrated Care Systems (ICS) and the Integrated Care Provider (ICP) and Primary Care 
Network (PCN) structures within the ICS, the requirement for a different kind of system 
focussed leadership is clear.  
 
Local systems will need to work towards more collaborative, diverse, inclusive, outcome-
focused approaches, whilst maintaining quality, compassion, financial balance and effective 
workforce performance that provides the best possible care for our local population. 
 
Such is the nature of the transformation ahead of us; it is naïve to believe that any one 
organisation will achieve it without the help and support of others and achieving such 
ambitions will demand a leadership that understands system responsibility as well as the 
accountability required to run independent organisations. 
Systems working focusses on population health and will require particular leadership 
qualities to effectively work across boundaries with diverse groups of providers, people, 
patients, citizens and staff. The success of this new system approach will depend on how 
the ICP partners develop the vital relationships, trust and respect for each other’s 
perspectives. Equally, how partners in the ICS and ICPs challenge and support each other 
constructively and demonstrate a willingness to compromise in order to create the right 
conditions needed to truly benefit the populations they serve.  
 
The ICPs and PCN partners will need to act as system change agents if we are to achieve 
the aims of the long term plan; developing new ways of working for the 21st century, 
improving the health of the population through prevention,  making best use of new 
technology, addressing the current workforce challenges, making the NHS a great place to 
work and ultimately; providing the highest standards of care for us all.  
 



Objectives of the Programme 
The ICS Vision for Leadership 

Developing and sustaining 
systems leaders; guiding and 
aligning collaborative leadership 
development across health and 
social care wherever possible. 
 
We aim to develop leaders and 
enable a system that is 
recognised for: 
 
If someone needs help, advice or 
support, it should be easy for 
them to find out how and where 
to get it. Where possible, this 
help and support should be close 
to home, with hospitals for those 
who need them. 
 
The aim is to deliver sustainable, 
joined-up high quality health and 
social care services that maximise 
the health and wellbeing of the 
local population, improve the care 
provided and tackle the growing 
pressure on budgets. 
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The Nottinghamshire OD Collaborative are delighted to  offer  
this  programme to the top 65 leaders of our ICS system.  
The programme will take place over the next 12 months  
starting on the 27th November 2019 and finishing in December 
 2020. We have identified the Nottingham Business  School of 
Nottingham Trent University  and the NHS Leadership Academy as  
the delivery partners and  we look forward  to the successful 
development of individuals as they  undertake the programme. 
 
Julian Eve 
Associate Director  of Learning and Organisational Development 
Nottinghamshire Healthcare  / Chair of the OD Collaborative 
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Objectives of the Programme 
The ICS Organisational 

Development Priorities 2019-20  

Priority 1: Developing and 
sustaining systems leaders; guiding 
and aligning collaborative 
leadership development across 
health and social care wherever 
possible 
 

Priority 2: Building a culture of 
continuous quality improvement 
 

Priority 3: Establishing facilitative 
support for the ICS Leadership 
Board; building strong, supportive 
and trusting relationships among 
very senior leaders across the ICS 
footprint 
 

Priority 4: Authentic engagement 
with multi-professional leaders and 
teams across health and care across 
the ICS footprint 
 

Priority 5: Facilitative OD support 
for the Urgent Care agenda across 
the Nottinghamshire ICS 
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The Nottingham and Nottinghamshire  ICS Board  is  
delighted to support this programme.  Over the next 12 
months we will develop a cohort of 65 system leaders  
from across the city and county. At the ICS Board in 
September  2019 this leadership programme  was  fully  
endorsed and we now welcome our nominated applicants  
From across  the ICS  to enrol. 
 
Alex Ball 
Director of Communications and Engagement 
Nottingham and Nottinghamshire ICS 
 

This Leadership programme is commissioned  
as part of the ICS People and Culture Strategy. 
Success will be demonstrated as the system 
works together to maximise resources and 
opportunities. The challenges are huge but so 
are the rewards. 
 
Lyn Bacon  
Chief Executive Nottingham Citycare 
Partnership CIC & Senior Responsible Officer, 
Workforce & OD, Nottinghamshire ICS  
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How will you develop on the programme? 

Strategic &  

Systemic Change  

Management 

System Leadership 

Behaviours 

Leading in  

Organisations 

& Systems 

This theme is designed to help Senior 
Leaders to develop their competencies 
in organisational transformation and 
their capability to manage and lead 
change within their organisations. It 

enables participants to both understand 
the critical processes and success 

factors required within organisations to 
ensure change is implemented 

successfully and the opportunity to 
apply this in real situations through a 

team-based change project. 

The Leadership in Organisations & 
Systems theme is designed to help 

Senior Leaders to develop their 
capability to manage and lead within 

their organisations and influence across 
wider systems/networks.  

Throughout the sessions you will 
develop an understanding of how to 

manage your own continuous 
professional development in order to be 
a more effective leader and to enable 

the achievement of career goals.   

Being 

Relating & 
Communicating 

Delivering 

Leading &  
Visioning 

The programme focuses on two core competencies needed for systemic leadership and promotes the development of system leadership behaviours. It 
has embedded academic modules that allow learners to gain 40 Level 7 credits towards Masters Level qualifications e.g. Executive MBA.  

Assessment: Group presentation 
and report on change project 

Assessment: Reflective portfolio, 
essay & coaching discussion 
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Research conducted by the NHS Leadership Academy has identified four overarching themes, each underpinned by a series of supporting 
behaviours, which in turn are brought to life by a set of indicators demonstrating the kinds of behaviours that enable, and obstruct, effective 
systems leadership. These behaviours will be developed and enhanced through your participation on the programme. 

What is systems thinking? 

System leadership behaviours 

Doing things differently and rethinking leadership for the future 

Being Authenticity Mindset 
Resilience, bravery & 

courage 

Relating & 
Communicating 

Relationships & 

advocacy 

Collaboration &  

co-creation 
Trust 

Delivering 
Ownership & 

accountability 
Delivery 

Doing things 

differently 

Leading &  
Visioning 

Community & 

holistic thinking 

Vision & shared 

direction 

System 

influence 

Leading & 

enabling others 
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How will you participate? 

This programme has been designed to foster systemic 

integration across participants and members of the 

Nottinghamshire ICPs.  

 

Learning on the programme will be conducted in different 

formats where learners will be encouraged to collaborate in 

different size groups both physically and virtually over the 

duration of the course. 

 

Our six full Cohort Seminars offer an opportunity for all 

participants to interact and share learning experience as a 

cohort. Five focused competency development workshops 

are each offered twice for smaller group working sessions. 

Some of these workshops will be conducted online and some 

physically to foster different working practices. 

 

Action Learning Sets of 4-6 learners will be utilised nine 

times during the programme to facilitate reflective practice 

and develop interaction. As part of the programme 

participants will form a Project Team that will undertake a 

strategic change review in one of the ICP partners, to 

develop understanding and build collaboration. 

 

Each learner of the programme will be supported in their 

leadership development by five individual Coaching 

sessions. These allow learners to concentrate on their 

personal development and reflection. Learners will also 

conduct two guided Peer Visits that aim to deepening 

understanding of opportunities and strengths across the ICS. 

 

These multiple levels of interactions aim to create 

interconnection across the ICPs and promote cohesive 

leadership behaviours across the ICS network. 

 

 

 

 

 

Action 
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Project 

Team 

Workshops 
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Individual 
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How is learning delivered? 

Cohort 

Seminars 



Workshops and seminar topics 

Workshops 

Seminar 1 

Learning leaders: Introduction to the programme 
Vision and Systemic Context. Learning styles. Power and 
Influence. Listening and learning in leadership.  
Diagnostic 1 – Explore your learning & leadership styles 

Seminar 2 

Adaptive leaders: Relationships and communications in 
complex systems. Values Led Leadership. System 
competencies and leadership behaviours. 
Diagnostic 2 – Identifying your communication style 

Seminar 3 

Leading change: Managing change. Understanding 
cultural context and overcoming resistance. Foundations of 
organisational development and dialogic methodology. 
Diagnostic 3 – Considering your organisational context 

Seminar 4 

Leading direction: Developing your vision through 
uncertain futures. Establishing catalysts for change and 
delivering your vision.  
Diagnostic 4 – Communicating your strategic vision 

Seminar 5 

Leading innovation: Enabling cultures of innovation and 
creativity. Delivering collaborative change programmes. 
Developing and growing system organisations. 
Diagnostic 5 – Evaluating organisational strengths & needs 

Seminar 6 

Leading collaborations: Shaping our future with 
collaborative innovation. Engaging with leadership in 
systems. 
Diagnostic 6 – Refining your impact through 3600 feedback 

Building 
emotional 

intelligence 
(Online) 

Building 
leadership 
wellbeing 
(Online) 

Enabling 
stakeholder 

relations 
(Physical) 

Stimulating 
creative 
solutions 
(Physical) 

Coaching  
for team 

excellence 
(Online) 

A B 

C D 

E 

Seminars and workshops 
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Coaching sessions, learning sets & visits 

Action Learning Sets Coaching Sessions Peer Visits 

Forming the alliance 
Personal context and 
objectives. Building the 
coaching relationship 

1 

Building development plan 
Learning goals and reflections 
on diagnostics 

2 

Evidencing learning 
Observations and reflections 
on your learning journey 

3 

Leading collaboratively 
Considerations from peer-
visits and team projects 

4 

Demonstrating leadership 
Professional discussion on 
personal development and 
future goals 

5 

Who are we as learners?  1 

Who are we as leaders?  2 

How do we identify the 
need for change?  

3 

What is our vision of the 
future? 

4 

How do we inspire 
change? 

5 

How can we overcome 
resistance? 

6 

How can we improve 
personal effectiveness? 

7 

Who are we becoming as 
system leaders? 

8 

How do we build a 
stronger ICS? 

9 

Celebrating our strengths 
This peer visit focuses on 
identifying best practises from 
across the ICPs 

1 

Seeking opportunities 
This peer visit aims to identify 
opportunities for collaboration 
across ICPs for development  

2 
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When are sessions delivered? 

Application Nov 2019 Dec 2019 Jan 2020 Feb 2020 

Mar 2020 Apr 2020 May 2020 Jun 2020 Jul 2020 

Aug 2020 Sep 2020 Oct 2020 Nov 2020 Dec 2020 

ALS 

1 

Coaching 

Complete 

Enrolment 

Seminar 

1 
29th Nov 

ALS 

2 

ALS 

3 

ALS 

4 

ALS 

5 

ALS 

6 

ALS 

7 

ALS 

8 

ALS 

9 

Peer 

Visit 1 

Peer 

Visit 2 

Seminar 

2 
16th Jan 

Seminar 

3 
14thApr 

Seminar 

4 & 5 
7-8th Jul 

Seminar 

6 
13th Oct 

Closing 

Event 
15th Dec 

Workshop 

A 
10/12 Dec 

Workshop 

C 
17/19 Mar 

Workshop 

B 
11/13 Feb 

Workshop 

D 
12/14 May 

Workshop 

E 
8/10 Sep 

Coaching 

Coaching 

Deliver 

ICS Change Project  

Complete Personal  

Development 

Portfolio 

Build Personal 

Development Plan 

Develop Project 

Proposals 

Coaching 

Coaching 



Who are the delivery partners? 
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The East Midlands Leadership Academy (EMLA) works with colleagues across the country 
as part of the NHS Leadership Academy network. Serving the East Midlands' Leadership 
community, our expert team offers development opportunities for health and social care 
staff aligned to the four national priority areas; Talent Management, Inclusion, Systems 
Leadership and Leadership and Organisational Development. 
 
Since its launch in 2009, EMLA has a growing reputation for developing individuals, teams, 
organisations and most recently has played a pivotal role in supporting systems, bringing 
together organisations and leaders to work on the pressing issues of integration. 
 

Nottingham and Nottinghamshire ICS have a strong history of innovation with five 
vanguards, two primary care homes, two integrated personal commissioning pilots, a 
transforming care partnership and two wave 2 integration pioneers. The total population 
covered by the integrated care system is more than a million. It has an age structure 
similar to England as a whole, however this varies within the area – for example Newark 
and Sherwood, Nottingham West and Rushcliffe have higher proportions of older people. 
Some 27.8 per cent of the population live in the most deprived areas of England. 

At Nottingham Business School we aim to provide a challenging, hands-on and rewarding 
educational experience in a world class environment. 
 
Our mission is to provide education and research in business, management and economics 
that combines academic excellence with impact. The purpose and effect of that work is to 
drive change in business and organisational practice through knowledge and people. Our 
aim and vision is to be one of the UK's leading business-focused business schools. 
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